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o SPECIAL NOTE :
. . g ) > \
7 . ( " .
*This monograph is one of a series-entitled: CETA Program Models prepared for the’
Employment and Training Administratiox's Ofice of Community Employment Programs,

,with financial support by the Office of<Research and Development. Thé series is divided
. into two parts. One, on program activities and servicés, was prepared under contract

number 81-11-71-09 with the National Council gc\Employme'nt Policy and edited by

Garth Mangum of the University of Utah. . ) .

The monographs being issued or prepared for publication in this part of the series are
Qn-the-Job ‘Training by James Bromley and Larry Wardle; Job Dexelopment and Place-
ment by Miriam Johnson and Marged Sugarman;’ Classroom Training—The OIC Ap-
proach by Calvin'Pressley and James McGraw; Supportive Services by Susan Turner and
Caroline Conradus; Intake and Assessment by Lee'Bruno; Work Experience Perspecti{)es by
Marion Pines and James Morlock; and Public Service Employment by Ray Corpuz. Others

may be added as circumstancés warrant.

3 " The authors, experienced employment and training program operators themselves, re-

view the purposes and means of carrying out CETA functions and comment on methods
they have found useful in conducting programs and avoiding pitfalls.. The series is com-

{ * . .
# ~mended not only to program operators and their staffs, but also to communify groups and

other manpower services professionals in the- hope that this information will enable more

. people to learn about CETA progrdms, stimulate new ideas, and contribute to improvihg
the -quality of employment and training programs. . . .

The'seconid part of, the'séries deals with-innovative programs conducted underv,‘ title VI

of CETA. At present, the only monograph in this part is CETA Title VI Project "Descrip-

tion Reports. It was prepared under contract number 82-37-71-47 with. MDC, Inc., of .

Chapel Hill, N.C. Additional reports describing other innovative programs are planned.
The series should not be regarded as official policy or’réquiréments of the U.S. Depart-
ment of Labor. Although every effort has been made to assurg that the information is con-
sistent with present, regulations, prime sponsors are urged to consult cun:ent;regt_llations'
before adopting changes the authors may advocate. The aythors are-solely respon’gible for

the content. g

©

Copies of other titles in the series may be obtained from: . .
 Office of Community Employment Programs * et T
Employment and ,Training Administration ! . .
) U.S. Department of Labor _ . . : '
, 601 P Street, NW. - .. . 4 ’ .
W.ashingtan, D.C. 20213 .. ‘ P :

4 B
Reader comments and sugges}ions are welcomed and may be sent"td the above address.
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"~ FOREWORD - . .

On-the-Job Training is one of a series of monographs with the general title, CET4 Pro-
gram Models. The sgries is ‘designed to make available to.prime sponsor staffs the lessons
some of the more :}perienbed of their colleagues feel they have learned from sgrvice in
- . Comprehensive Employment and Training Act (CETA) and previous programs, .

Jim. Bromley is assistant director and program manager of the National Alliance of Busi-
~ nessmen (NAB) ¥or the State of Utah. His background -includes 6 years with the State em-
ploymént service as an unenployment insurance claims examiner and-as an employment
. intérviewer before joining the National Alliance of Businessmen as a contract service repre-
sentative in 1971, He holds a master’s degree in human resource management from the
+. University of Utah, Ty T )
Larry Wardle is an employment security specialist with statewide responsibility in Utah -
for contracting under CETA - He spent 3 yedrs on assignment with NAB and 2 years as
. executive secretary of the Cooperative Area Area Manpower Planning System (CAMPS) °
- after experiences as a local employment service office manager, labor ‘market analyst, and
+ employment interviewer. He holds a master’s degree in industrial relations from the Uni-
versity.of Utah, ‘

Bromley and Wardle draw upon their experiences in a small State with a history of
statewide nfanpower planning in which the State employment service has played a key role.
What they advise has worked in that setting. As with each monograph in this series, the s

. L . 'reader is urged to accept and adapt to the setting at hand only that which gives promise of . -

' usgfulness from the experience of peers, ‘

- X Garth L. Mangum
! . Series Editor : ) .
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. As the 1970’s ‘draw to @ close, attention .is focused on the direction emproymer_lt; and’
* training programs will be taking in the mext decade. As'a result ‘of the Comprehensive
~ Employment and Training Act, old programs are undergoing critical reevaluation.' Hith- .
‘ erto accepted sdlutions to lomg-standing problems are subjected to close questfoning, Inline - %+ .
. ‘ with these departures, this m'onogx‘agh attempts to provide a fresh approach to on-the-job ‘ L. e
’ training (OJT) and; in so doing, to offer the CETA prime sponsér_and the on-the-job +
training progr¥m operator the basis for new programmatic. directions. L _ <
On-the-job training (({JT) is not a new concept, but rather is a form of training that e .
) . "has bken usédssince work began. However, - since the advent of the :Manpower Develop- ‘
. - ment dnd Training Act (MDTA) of 1962, interest in and study.of OJT have gréatiy in- .
: creased. A review of.the period since passage of MDTA, coupled with the extensive exe
perience of the authors, may prescribe some remedies for today’s.'probléms‘, ‘and forag the
) ' basis for more effeetive training programs in the future. . - .ot
This monograph, however, is not intended primarily as a technical assistance ghide, but -
rater as an overvigw of some philosophical and operational considerations for ‘both the-
policymaker. and the program operator. Some ofthe material<is quite elementary, intended .
for those with little knowledge of on-the-job training or experience in these activities. Other -°
sections of the monograph are intended. for readers quite familiar with on-the-job training
. * in the hope of 'stimulati‘ their thinking and providing ideas for creéating better on-the- .
- * job training programs. . . T , . .. : T ’
\,Vhat, for example, are the inherent strengths, weaknesses, and -}imit_ations of this °type
E .« of ')training? Philosophically, what should ‘be the central focus of on-the-job training—train-
- ing for jobs or placing unemplbyed persons in jobs? These sometimes conflicting abjectives .
ari reviewed, ‘along with the ways .in which the issue affects. planning and operations. ' ).
. /Further on,"the authors argue that on-the-job training involving private-Yor-profit employ-
o ers has not'been dtilized to the extent that it could be. Well-planned and aggressive solicit- ~ -,
‘ : ing of employer OJT contracts can prove successful beyond most prime sponsofs’ expecta- | -
‘ zons. Indeed, the authors believe that Ahis type. of planning and soliciting,- when carried
. . " out in tandem with a well-articulated public relations program, will produce a program:
' imited in’size only by the available fupding. N .
: CETA presents an opportunity for priine.sponsors to be innovative.and flexible in’ de-
Signing “and implementing on-the;job training progtams. Suggestions and examples are ’ ~e
) -+ * |given involving such concepts as incéptive payments, variable reimbursement rates, and R
contract extension. Specific tailoring of contracts to individual trainee needs is' also' ex- . k
. plained, along with $ome thoughts on the use of véucher systems whereby trainees de- :
’ velop their own personglized 'traiping programs, - o J
The, monograph ends with some conclusions about on-the-job training and its presjmt “ ~
L application under CETA, In addition, recommendations for prbgram improvements are .
a offered, B ~ B )
- ) . The authors believe this monograph makes. a significant contribution to the -understand-
' ) ' ' ing of on-the-job training and'partjally fills a void left-by other publications on the subject.‘
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" Philosophy of OJT ~ .

The basic philosophy of ‘OJT is that, for many occupa-

+ tions, a trainee ledrns best by doing the wark in an.actual o

work situation, using the employer's procedures and equip-
" ment according to the employey's requirements. This is
pqr}icylarly the case for semiskilled eccupations in which
"workers are hired gt an.unskilled level and move upward
through a progression of jobs:.each involving small in-
¢rements of skill. °. » oL o
The purpose of OIT as an employment and* training
program is to place individuals in « work ‘and training
situation. It is especially Well .suited for disadvantaged

persons-whe may be disenchianted with classroom types of __
_training. Many disadvantaged clienfs need éxtra hel%,?f" (4)
e. . .

* effort” on their behalf to overcomé obstaclesyand beco

, meaningfully employed. Reimbursement under OJT con-
tracts is designed to<motivate employers to hire individuals
they might” otherwise not consider by helping the em-

-ployer cover the eitréordinary costs"of hiring, training, -

and retaining disadvantaged persons as workers;* As an
* employment and training program, OJT has the follow-

ing‘fez}:urés:

¢y Clients start work 'immediately. Thé cohcept is to

hire first antd train-later. :

(2) Clients arc not trained for the\mcertainty of a
. futurejob that. may or may not exigt.

'(3) Thdtraining is practical arid comprehensive in that

{ it exposes the trainee to an actual work epviron-

, - ment, pressuresy interpersonal relationships with

. fellow workers,” and the “titual of company pro-

cedures. : , )

Trainee performanct can'be evaluated on the job.

-

(4) u
.

(6)

and desires. i
For many jobs OIT is less]~expen’sive and more
flexible tham other training ‘programs.
(7) <The trainee immediately becomgs a productive

: SOPHY AND' PURPOSE OF OJT

~

The trginee is trained according to employer needs
- s

¥

member, of the work force. Employment of the -

_ disadvantaged can -also have economic significance
in terms jof a reduction in welfare, unemployment,

- and similar transfer payments. Another important
eceromic benefit is that the individual becomes a
consumer with increased purchasing-power.

Each of these “features is desirable*in an employment
and training program. “There are, however, some limita-
tions and Wweaknesses inherent in OJ, such as fhe follow-
. t

> ing: N :

. .,

a
— . . ’

(1) Some clients have problems so severe that fhey
cannot mreet entry level fequirements for employ-
‘ment. Such individuals require preemployment
training, counseling, or other service before they

‘can,_be considered job, ready. LI

(2)

N

-

"o(3)

" tion -often require.supportive services to success-
fally adjust or béntfit from trainfng. Many em-
ployers have found it diffieult to provide timely
ang effective services. L v
OJT seems to be feasible and best sitiated for
entry level jobs. Many such jobs offerlittle hope
of advancément to higher level jobs and pay. A

_ trainee in such a position may quit and-once again

* be in need of employment and training. ~

OJT is nat suitable for certain kinds of jobs. If

the~knawledge and, skill reﬁuiged ar;‘: theoretica],

mathematical,  scientific, or academic,” a back-
ground in formal education is usually required.

OIJT is generally less expensive to conduct than

other kinds of training. However, ié thay prove to

.. be more costly for an" employer, since greater

*  time demands ar¢ placed on.supetvisors. Also,
combining training and production results in less

. output than would.have occurred if the total effort

had been devoted-to production algne.
Often craft or other workers who provide train-
ing tonewly hired- efnployees “do not have the
skill to be good instructors. Sometimes they re-
sent sharing their knowledge and feel thd™the
trainee is being given advantages they themselyes
did not have. e ‘

¥

3

(6)

- These- obstacles present a ciallenge- that ‘may be over-
¢, in part, through innovative design and creative ad-
. 1 N

ation. N - .

L)

o

mim
] . . hY
. , —

-
.
.

%&i“‘pos.e of OJT—. -
wo Viewpoints ., .

- [l

- S
As® an .employment and training’
corporates some form of reimbursement to employers to
offset the costs of trairing. The only justification for that

paymert is td motivate employers to, perform a public

\ program, OIT in-’

e

i

Clients who are hired -and placed in an OJT situa- .

service they would not nermally perform. Generally," that -

public” service js to hire a comparatively disadvanta
person who might otherwise’ have been rejected. Less
. ot b A . . | )
3 . N




L 4 ’ .
oflcn 1t may be to upgrade a current employee in whom
the pubhg has a specnal interést. There are two possnble

_ub;m.m.c_s_m_thc,,mbmhzcd employment and traumudyg of a

’ g .

barriers to occupational or CdrfSer advancement..'Many
times a person wotking at anlentry level job lacks the skill
and trauung to be premoted to a higher level job The em-

P * new cmplo;.cc. Furst, the rcxmbu_rscmenl “buys” a job for

_ the trainee, and gaunful employmeni.is the major objective.
", Accordingly, success occups when the person is hired afd
. retained as an employee. Placement bCCOH.lCS‘ an_end 1n
itself. One implication of this view 1s that the amount
and quahty of traiming.is secondary lo Lonlmucd ’@mplo;.-
mcnl : .

A second view. of LT\e purpos¢ of OJT.is that the ‘rer
burscmenl to an employer buys training’ which makes [f&
lrzuncc morc marketable as a r&ult of increased skill. In
this conlcxl the placement and training aré means to an
end. Retention of the worker by the contracting cmploycr
is of secondary importance, so long as meaningful training
is provided. Indeed, employment durning the traiming *period
may even be considered as transitional cm'ploymcnl

Each of the above points of view has merits, but the
ncwpoml to which a CETA’ planner subscribes has far-
reaching implications for planning and operating - OJT

» programs. The*kind of employers sought for contracts, ex-
< pectation of traiming. and evaluation of the contract’s suc-
cess are all .affected by one’s point of view regarding the
'+ purpose of cofitracting for OJT. .
. . ) .
- Upgrading as an OJT Program
¢ R »

Although CETA Mows upgrade training, little has been
.done because CETA regulations cfiectively preclude it. To
- be eligible for upgrading, a persbn must be employed and
must meet the poverty level guidehnes. Few emplbyed per-
sons have incumes in relation to fdmlly size that make them
eligible  for upgrade lrammg Basically, upgrade OJT is
used in. sntuauorli whcrc employees are confronted with

\

LR

PAruitext provided by eric \
=] -

al

'

working poor may result in the fOllowing benefits.
¢

ploygr may feel.that upgrade traning is not ajustifiable
cost as long as -other workers with the requisite shills are
available from nside or outside the establishment. -

" Encouraging employers to provide upgrade tramning and
other services that enhance career opportunities for the

1) More entry level jobs for the unemployed. . .
(2) Less turnover as a result of higher morale-und ]ob_
satisfaction. ’
(3) Incrcascd-rcahzauon of hyman resources polcnllal .
§ (4) Greater producllvhy .of the work force through | ~
’ training.

However, CETA’ planncrs may be rcluclanl to previdc
for upgrade training because of the requirément cited above
and because of such considerations or opinions as>

(1) The lach of resources and the prcs{;ing needs of the
unemployed permit expenditures only for entry
OJT. , . T o
The payment of government funds for upgrading is
a subsidization of private business that is objec-

. tionable in principle and philosophy.

It is too expensive, and the expected returns are
'doubiful or,uncertain. Therefore, it is not considered

a prudent investment of funds. =’ .
It takes too much effort"and thought to develop an
effective program. ‘.. .

(5) Unions may no&support the concept, and collective

. bargaining agreements may exclude chglble em-

ployees from participation. :

(

(%)
~—

(3)

(4)

It is advisable for CETA planters to give some thought
lo OoJT quradc training in yiew of local needs an;i cir-
cumstances. - chfmlcal assistance for designing and imple-
merting such programs may be available from Department
of Labor representatives, '

. % ‘
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" On-the-job training bcgan when a father first taught a’
san how to  hunt. It is such a natural processjiat it does
_+ nat 1nd itself to fdrmal historical treatment. Employers
- have always assumed some training responsibility partic-
ularly *for those jobs which do not involve high theoretical
content and which can be taught by a supervisor of a fellow

worker. Apprentrceshr])s are, another variant,
We are concerned here prlmarrly with public policy re-
garding oxf-thg]ob training as a tool of human resource
development. Thg real lmpe\tus/oegan durmg World War II

]

+ when the labor force expanded rapidly to_include women.

* *_ ‘.and other inexperienced workers or Wworkers untrained in
thé specifie—fob skills needed. Employers ~had to train
workers as part of ‘the war effort; it was expected of .them.
© After the wa , the GLBill proved the value of public-sup-

. ported trammg of workers, often expressed as a combina-

tion of fotmal education and on-the-job training. That ex-
perience proved a basis for public programs whrch were to
follow more than a decade later.

» .
- - LI \
3 N .

- ° * .

S On-the-J ob Tralnlng and the -
.~ Manpewer Development and ;
Tramlng Act

[
» -
>

~

. Surpri_sing ittle in the way of on-the-job ‘fraining was
\ developed ud®r the ManpoWer Developmgnt and Trainirg
Act of 1962. "The MDTA was the second of the New
Frontier /Great Socrety antr-unem.ployment programs (after
the Area Redevelopment Act), and C)JT was included in

the legislation as'a parallel effort with classroom training.”

. However, institutional training, as the school version came
"to be known, had gained g foothold under fhe ARA and
had a built-iri local adminisfering bureaucracy which did
not exist for OJT, leaving the latter to a_late start and a

* “slow growth.! Moreover, key congressional figures ,com-

plained that OJT had not fulﬁlled expectation$, becpuse
some of the appropriated funds were -unused in the existing
slack labor market. Initially, the Labor Depanment had

. little faith in the capability of the vocational education sys-

. tem. to train for successful employme¢nt; the Depant&tent
. preferred the direct approach of OJT. But promotmg aIT
was simply more difficult than.develop.mg institutional § prol—

[

N P .
’ ‘ * 1 Garth L. Mmlum and John Walsh, A Decade of Manpower Development
and Tralm'n: (Salt Lake City: Olympus Publlshln: Company, 1973), }) 8.

L
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- S’I‘ORTCKL DEVELOPMENT OF ON- {HE- JOB
.# " . TRAINING POLICIES

Y .

v

»
ects. As long as potential employment opportu ities could

be identified and tramees recruited, an institutional training

class could be developed.? Furthetmore, OJT required é‘ﬂj
oyer participation, and in the existing slack 15bor market,

employers faced few recrultmg difficulties. - .
In spite of this, Depdrtment.of Labor policymakers recs.

~

i

oghized that OJT was less expensive- ta the public than ..

vocational education; it offered. no problems of recruiting
instructors, purchasing equipment, keeping up with indus-" -
trial developments or placipg graduates. In addition, since
OJT 'included a job while institutional. trainihg -offered
prrmarrly a"‘huntmg licapst™ with which tp seek,a job, it *
was viewed by policy makers as an attractive way to mvolvé
“private business. ears ¢ghslack demand had seen com-
pany training_programs atrophy, reimbursement for train-
ing costs were available, and the choice of employees was
to be left to the employer. ° . :

. .
’ RS
~ . oy,
. v

Eﬁorts to Increase Private
Em‘ploye'r. Participation ' _

2

+

- Accordingly, ‘as Yime ‘passed and the labor markets con-
tinued to tighten, the MDTA emphasis gravitated from in- °
stitutional trammg to OJT, with the latter, rising from 6
percent-to 48 percent of the total effort from 1963 to
1968.* Employer associations, hoping for a, piece of the
action, acted as prime contractors to_promote OFT ard to
subcontract with, their members. Community groups such
as_the Urban League which also served as prime con-
tractors‘ had a_ different set of objectives *but lacked ex-
"perience and employer confacts. As a result, over one-thjrd’
of the avarlable slots were used to upgrade employees al-
ready on the payroll’ Moreover, on-sight observatign found".
trammg ranging from excellent to, none at all. In a few
extreme cases, employers were unable to ldentrfy employees :
enrolled in MDTA-OJT.¢

In spite of the problems with OJT, the ‘average bud.-
getary costs were lower and the placement (retention) rate:
much highet than for institutiontial trammg For example
of the 83 600 tramees who completed OJT projects in

2 Garth L. Mangum, Manpqwer Development and Training Act. Foundation”
of Federal Manpomr Policy (Baltimore: The Johns Hopkins Press, 1968, p. 61.
3 Amold L Nemore and Garth L Mangum, "Private Involvement In Federal
Manpower Programs,” in Arnold R. Weber, Frank H, Cassell, Woodrow L..
Ginsburg, eds.. Public-Private Manpower P¢i{'\c;l¢s (Mldbon Industrial Relasl

tions Remmh Assoc., 1969). p. 64. .-
4 Ibid., p. 62.
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“Chart 1 Employment Status of Workers '
Completing On-the-Joh Training, - :
Fiscal Year 1967

, Employed -t ’
. \ , otherpbs §3% '
. Employed in traimngy
~ y . | ‘R
related jobs Not employed

855% oo

& -4

./

' .
fiscal year 1967, about 91 percent were employed at the
time of the last post-training xfollow-up, most of therh m
tralnmg-related work: (sée chart 1).2 Fut;thermore, an ex-
* amination of OJT program “expénditures - for the corre-«

. sponding period of time showed that the.average cost to the

government of MDTA-OJT was relatively low. It approxi-

mated $650 per-trainee, more than $900 below the~aver-
age for the fhstitutional training program.® As a result, con-.
JSlderal)le government pressure -was applied for contintied
.rapid. expansion of OJT programs. Sintultancously, there
was a tightening of the labor market,-and many employers”
avere, looking “for new employees¢ OJT progfdm admini-
strators, at the focal pofnt of these forces and with limited
staffs, hurried fo fill a growing number, of slots. The out-
‘come was that, in too many cases, the characteristics pf»
those engolled aroused suspicion that the Wworkers were not”
particularly different thap those the employer would have
hired in the absence of the relatively small subsidy. ¢
- In an attempt to improve on this record, subsequent
MDTA-OJT administrative deoisions required that pro-
gram administrators maintain an, appropriate ratio‘ of dis-

8 Manpower Report of ‘the Pfendenl (Washrnx(on U.S Deparment of Labor,
1975). p. 320. .
¢ 1bid . April, 1969. p. 62 ° ’ .

ERIC . L -

Aruitoxt provided by Eic:

" advantaged

“non-dis,adzantaged trai‘nees;‘ e.g., fiscal 1970

guidelines specified.a 50¢50 placement target.

Still, employers seemed reluctant to hirg the underedu- _* |

. cated, the young, the o]d, and ‘members of mlnorlty groups,
limiting the potential of QJT for serving the disadvantaged *
unless new approachesswere developed. Furthermore, ex-
perienee with disadvantaged _trainees ‘seemed _to . substan-
tiate the-employers’*foot-dragging?, posrtlo‘n ~Training tie
‘disadvantaged often requirgd .basic equcation’ before they
could uWérstand slmple work instructions, ﬁ)b related -&d-
ucation $o that they could ynderstand the task, special
counseling to ameliorate personal® problems, tragel assist-
ance and’child care, medical ‘.a,nd dental cate, ai?a smat-"
tering of other supportive services before any of their work
potential could be realized. .
. ‘Even after the requirements for 50 percent disadvantage
were imposed employers tended to fill thejf trainjng slafs
with the better qualified among the "drsadvantaged” ap- .
plicants. In fact, one study. of OJT subsldles to small em-

(Y “

. ployers in New Haven, Connecticut, indidated that'a sizable

number of the employers (22 out of 95) “viewed the sub-
sidies as payménts, for which_ they did nothing in ‘return.
Thirty-nine-were dlshearténed by the behavior of tramees
and either refused to use the OJT ‘program sagain or put
mew conditions on continuing its yse.?

*
‘

Névertheless, the decision had been made to promote
the OJT idea and to ensure tha\t a substantial part of the ~
- public . money would go for, trajning, workers who*did not

D “whave a reasonable expectation of meanmgful employment

without some form of assistance. Apainst this background, -
" the Department of Labor began to gxplore other approaches
to stlmulate- moré prlvate employer participation.

“Mativated bya combmatlon of ghetto riots in their homé **

crtles and the tightening labor markets of the Vietnam war,
va few employers- took initatives in hiring dlsadvantaged
workers from the central cities, often i in pursuit of defense
contracts and in response to aﬁ‘irmatrve action ¢ pressures
Federal oﬂicrals noting these initiatives, began a series
of contracting efforts, persuading employers to hire disad-
vantaged workers and offering to tinderwrite with public
funds the additional costs of hiring these'werkers in prefer-
ence to more familiar ones— All .of " this culminated in ‘a
special presidential message in Japuary 1968 and the
launching of the National Alliance of Businessmen’s Job
Opportunities, in the Busmess Sector Program (NAB

JOBS)s -t - s e

N .

,
. M . . -

7 Robert S, Goldfarb,
of New Haven's Manpower Training Activrtles;" (unpublished Ph.D.

Dcparrment..gf Economucs, Yale Umvemty l96B) pp llz 18

/ »
““The Evatuation of Government Programs The Case
thesis,

8Sat A Levitan, Garth L.. Mangum .and Robert Tazxart II, Economic

Opportunity i the Ghetto The Parinership of Governmeni and Business. A
Joint Publitation of¢ the Lenter for Manpov/er Studrcs Georg¢é Washington .
University, and the Natiahal Manpower Policy Task Force (Baltimore: The
Johns Hopkms Press” 1970). p 81 Ve
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- to communrty needs.

‘. .

. Teaming ,Government On the- .
Job Training Programs with

Private Business Leadershlp—
_the JOBS Programs .

Although JOBS was the outgrowth of MDTA-OJT, it
differed it several fundamental respects:

(1) It was, desrgned to servé only drsadvantaged
workers

(2)"It was*targeted primarily to the large urban areas.
* (3) It relied on employers to provrde not only job and
trdining but also the full range of supportive serv-
ices requrrqd to help drsadvantaged workers make
satisfactory job adJustments~
(4) It utilized the services and support of business em-

tployérs to help promote’ the program efforts. -

“(5) It stressed “hire first; then train and retain.”

In essence, then, the NAB/JOBS program was initially

¢ aﬁmed at continued testing of the basic concept of immedi-
ate employment for the hardcore unemployed and at ex-
ploring the trainin g-methods and related services that would.
"be most effective m rncreasrng these workers’ skills, em-
ployability, and stabrllty on the Job NAB was also con-
cerned with finding better Wayssst enlisting employers’
cooperatron in the program and of helping them to over-

/

. come the serious problems entailed in absorbing difadvant-

aged people in to their work force. '

The JOBS program involved a commrtment by employers
to hire these workers first and train them after—-burlgmg
on.the accumulated evidence that initial placemem in a
job at regular wages does much more to motivate a disad-
vantaged individual than a training period before employ-
ment with only a promrse of a future job.- The program put
the services and financial powers of ‘government at the
disposal of industry, a plan which experience had shown
was essential if the disadvantaged unemployed were to re-
ceive therange and depth of services required to helpt,t,hgm_
become productrve workers.

Srmply stgted the objectives of the NAB were as follows:

(l) TG stimulate the awarehess, involvement, and com-
mitm€nt of the business community. -
-(2) To secure job pledges. - -
(3) To facilitaté the actions required to get the people
J— onthe job and keep them there.

v

(4) To have the Alliance advise and assist the govern- ’

ment in shaping employment anOtrarnﬁtg programs

l\

Resuilts of the NAB/JOBS
Effort :

The evrdence suggests that NAB did a fairly good ]Ob
of increasing the number of disadvantaged hired by many

——

—
.

Q

.
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>

513 7 o

P .

companigs. Campaigns"f'or job pledges and OJT contracts
were carried out initially rn\SO metropolitan’ areas, which
NAB called “metros” for short.” NAB added §l more

metros in 1969 -and the total has been fluctuating since

* that time. These camgaigns produced 8,400 contract jobs

in the first 'year, 31,500 jobs.in the second: year, 52,800
_jobs in the third year,. 60,100 jobs_in the fourth year, and
88,200. jobs in thé fifth and largest year (fiscal 1971).°
Closer examination of the statistics, howeyer, reveals that
the JOBS program had ifs greatest guccess during the period
& when labor demand was high. As demand began to falter
toward the end of 1969, many of the NAB metros found it*
increasingly difficult to interest employers in OJT, since
well-qualified workers were available. Of perhaps greater
concésa-was the fact thiat many of the JOBS trainees found
themselves in the age-old posrtron of berng the last hrred
and first fired. . .

Y

With the advent of the Comprehensrve Employment gnd
Tramrng Act TCETA) and its focus on “decision making
at the local governmental level, NAB has been phased out
of OJT cortract administration, but there-is little doubt
that it has made a significant impact, upon the procedures
companies follow in dealing with th;,.drsadvantaged after
they are hired. Indeed thé provision pf special programming
fo meet the~tmployment problems of the drsadjntaged
gerierally drsmrtssed as preferential treatment before 1968—
has become a way qﬁ lif¢ for many of the NAB participating
companies. NAB has not been phased oyt of existence, and
few of the e’xecutr\ies who have worked for the Alliance
complaln abouit .its ton jnuance

Today,\thciéllianee has expanded  its efforts on employ- ’
ment- and”employability development programs for youth,
veterans, and ex-offénders. Inaddition, the partnership
of government, ‘business and labot has been -expédnded to :
include education in order to more effectively deliver pre-
vention and correctioh services. More specifically, NAB is
attempting to strengthen the educatron and training’ oppor- .
tunities of local school. systerns with rndustry know-how
‘and resources.. 'NAB believes thdY both srdes can learn
from each other and Jorntly help the school systems better
prepare students for entry into the labormarket Moreover
NAB experience with OJT programs has made a positive
contrrbutlon to the design of CETA /OIT proviops™,

CETA prrme sponsors now have the opportunlty to
further experiment with the oIT hlrmg and training tools
developed over a period of m ny years. Thege experrments
cag take place entirely outside e aegis of NAB; dr they
‘can take place on a shared experrence basis. The _weight of
evidence suggests that the shared exﬁerience approach will
" produce Better results. « .

P L4 P |
- [
9 Manpower Report of the President (Washington: U.S. Depértment of Labor,
1975), p. 317. A N
>

Sy
iz

&




3. CONSIDERATIONS IN DEVELOPING AND
OPERATING ON-THE-JOB TRAINING PROGRAMS = *

»

. « CE—-
t v ~

Assessing. Your Objectives

~

Considering the record of achievement for OJT pro:
grams, prime spopsor/planners would be reihiss not to give
serious consideration to ar’ OJT component ‘in their plan-
ning. However, there are several issues that should be
explored beforg a planner can intelligently assess the need
for OJT activities and identify the type, size, and timing of
OJT program services, that will yield optimum results. For
example, the planner must first address the issue of pro-
gram' objectives. -It-wpakes a slgnlﬁcant difference «in both
developing and operatmg an OJT program whether the
stated program objective is to meet the needs ofithe “partic-
ular market or to meet the needs of the disadvantaged target
population. Under tight labor market conditions, a planner
may be required to simply locate the high demand em-
ployers and channel tlie disadvantaged “woikers to their .
personnel offices. To illustrate, if the planner has sufficient
funds to train 500 workers on OJT _contracts and the labor
market is callmg‘for 560 welders, if 1 may be necessary only

to get the jobs antk the workers together. i -

‘On the other hand, for the planner who_wants to maet
the needs of the disadvantaged target population, the job
. is more complex Detailed analysis of the demographic
data relating to the target population must be’ undertaken,
- if intelligent judgments about disadvantaged needs are to

be made. Disadvantaged populations imclude some people
“‘who are well motivated to work but who have various .

handicaps which prevent them from gett’ing or holdmg jobs.

Some are yoting Reeple who are either school dropouts,

or products of very poor education, with lrmlted work ex-

perienee. Sonte are older workers who have been working

at low skill or marginal jobs. Many are women on welfare, .

with children to support. Still others may have records of

arrest, imprisonment, alcoholisnl, ‘drug addiction, and
severe personal or psychological problems.!® ~

The best OJT plan is one which will meet both the needs
of the labor market and the needs of disadvantaged workers
who 1requlre help t0 reach accéptable levels of job per-
formance . . :

5 \

-

19 Productive Employlnent of the Disadvantaged: Guidelines for Action, Re.
. search and Devglopment Findlnn No. 15, (Washington: US Department of
Labor, Msapower Administration, 1973). pp. 29- 30

£

’Comparmg On the-Job

Training with Classroom’
Training -

s

'
.

Once the question of objectives is settled, the planner
must further analyze the particular planning 'district to
determine which of the available manpower training pro- -
grams will best.serve to accomplish the objective. For in-
stance, classroom training can do some things better than

‘OJT, but it has certain limitations. For example, planners’

must consider the availability of physical facilities in the
particular planning district, It might be that a partlcular
target -drea would have only limited classrpom training
facilities, and if*they are operating at maximum capacity,
other trainihg programs must be considered by the planner.
Also, the classrpom training facilities that are available
may have specific periods of time when they can enroll -
new students Many, but not all, lnstltutlons offer some
“open ended” classes; -yet numerous occupations that the
planner may want fo consider, for training programs require
a step-by-st€p learning process which would limit enroll-
ment ﬂexlblllty More specrﬁcally, this requirés that the
-planner estimate the general educational ;levelopment of

“the target population, the skill levels required for the jobs

most available t target population, and the capabilities
of existing skill ﬁmg facilities before intelligent decisions
can be made about program mix.

* Other issues to be consrdered in chooslng between in-
stitutional and on-the-job tramrng involve the comparative

<erits- of the 'two activities in and of themselves. For ex-- -

ample; the evidence suggests that employers pref ‘0IT
because there is little question of its effectiveness, and be-

cause it is hiore flexible and less expensive for many jobs.

The effectiveness or impact is readily apparent to. super-
visors who can observe whether or not the worker is learn- .
ing the ]ob Moreover OJT can be tarried out by craft
workers who may not be very effec}lve in teachrng formal
classes but who might command conslderable respect from
trainees because of their demonstrated skills on the joB
Thus -0JT dbes not require expenswe instructors or train-
ing equipment. It is fiexible because {xan be adapted to a
wide variety of work situations and <an be qombmed with -
alt other forms of training,

Workers also prefer OJT because they can see its rele- »
vahice and are jiot as likely to consider it to be a “waste of
tinfe” as they often do classroom training.

14
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On balance, institutional training is mere appropriate

where the theoretical content is extensive, where substafitial
training,must precede production, where OJT supervision is
dlfﬁcult.>

where' the work setting can be sufficiently. synthesued to

give realism to the training.!! s b //
v o F LT, /
8 R - . . /‘
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Looking at Economic - // L

Conditjons .

Economic conditions affecting both the local and
tional picture must also be studied by the planner before
allocating funds-to an OJT program. An economic do
turn may place many employges in layoff status; limiti
the option of employers to provide training to new em-
" ployees. For service representatives to solicit contracts un-
. der these conditions might encourage employérs to'lay o
more of their regular employees in order to make room fo
OIT trainees for which they receive reimbursement (This is
prohibited in the CETA regulations, but it may still occur.)

.

In other words, the planner would only be determining who |
.~ —not how many—would be unemployed. The planner

may be able to identify some growth industries unaffected
by the general slump. Otherwise, the solution must be to
place gredter emphasis on pubh(. service employment,

classroom’ training activities, or workwexpernence "Con--

versely, if tight labor market conditions exist reflecting
high or rising employnent fevels; it is comparatively easy
to interest employers in OJT contracts.

7 NN
\

Realistic Budgeting

Once the prime sponsor has recei\:ed the total allocation
of CETA funds available to the particular planning district

and the decision has been made to allocate somé portion '’

of those funds to' an OJT program, the prime spofnisor must
determine the level of funding required to do the job. The
budget must cover the costs of such things as administration,
training, staff services,-and supportive services. Since the
“Department of Labor piovides fairly detailed instructions
on what constitutes- allowable costs for an OJT program
and what is required in the way of fiscal reportsthis paper
_treats only items which have been learned from day-to-day
experience that will help planners more eﬁectlvely utilize
the allocated funds.
For example, day -to-day experience has :sHown“tTtat it is
helpfulto include the followmg items in ﬁscfﬁ rep,orts
n G;r(h Le Man\gum and John Walsh, 4 pecade of Manpower Development
ana Training (Salt Lake City' Olympus Pubfishing Company 1973). p. 134 .

Q

where safety is an important consideration, and.'

4

1; ' s ’ . .
(1) The total amount of funds -allocated to the program
for_administration, trammg, staff services and sup-

portive services. -

(2) The total obligations of funds by-ljne item, prefer-

ablyona monthly basis. ~ .

'(3) The total expenditures of*funds by line item; pre-
‘ferably-on-a fnonthly basis. "

(4) The total projected expendxtures by lme 1te§nJ
through the life of the%nme contract.

Without this information, the planner cannot know if his
or her efforts will produce the, desired objective within the
agreed upon time. Moreover, it is especially important fo#
the planner to understand the relations between obliga-
tions and expendltures Progress reports have’ shown that
most OJT program operators have been able to do a rea-
sonably good Jjob of obligating the funds available, but
not such a " good job of expending the funds. Table 1 illu-
strates how the funds for_the NAB/JOBS program were
obligated and expended through June 30, 1974. Part of
the problem as it relates to expenditures is that trainee
turnover remains an unkown variable. Good accounting
principles suggest that program operators must not obligate

more money than has been allocated, and therein ties the

problem. If the program operator does not overobligate in
OIJT activities, actual expenditures,will generally run about
\50 percent of available funds. This is Because of ‘the high
Fumber of trainees who leave OJT contracts before the
raining period is complete. (Ch. 4 discusses the thrnover
problem in greater detail.) Consequently, there 1s (gevlag

period during which contracts must be Jrenegotiateq, new

trainees must be recruited, dnd funds must be reoblig

Tablg . Fumding of JOBS Program, Fiscal Years 1968-74
(In Millions)

Fiscal Funds - Funds Funds
Year Programmed Obligated Expended
1968 *$114.2 $ 89.9 560.0
1969 209.9 160.8 - 49.4
1970 1750 148.8 21.7
1971 179.3 169.0 18.3
1972° 164.8 118.2 15.4
1973 . © 84.3 72.9 . 9.5
1974 2 . 806 64.0 8.4

T T N
Source. U S. Departmgnt of.Labor, Employment and Training Adﬁﬂon
. ¥
c !

In addition, most OJT contracts are written for'approxi-
mately six months. Thus, if a planner wefe to expend all

OIT funds withir a given fiscal.year, the production sched-

ule (seé Production and -Performance Standards) mwust ...

require that all contracts be negotiated within the first six
months. This is impractical, because good planning

provide for services to the target populations during the
entire year./At the same time, séasonal hiring patterns of
some of thg employers may preclude or limit their partici-
pation if funds can only be obligated during part of the

»

year. o \
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Table 2. - CETA On-the-Job Training Financial Report, Fiscal Year 1 978

Planning District __ CETA Title i "
Expend Cumula- Balance Oblrgatrons Deob'llgatlon . Total - Balance.
Contract During tive Remain-, During During ‘"Projected To
Month . | Limit Month Expend. ing Month. Month Expend.. Obligate.
(¢)) T (0] €)) ) 6] 6) Q) ® ) I
TOTALS $525000 *  $475000 . $475 odo $ 50,000 $710m 5185000 $525,000 L0
/ October "500,000 5,000 495,000 © 100,000 $400,000..
November : ¥ 10,000 15 000 - 485,000 100 000 ' "!0000 180,000 320,000 -
Decentber 15,000 30,000 ~ 470,000 30,000 200,000 - 300,000 -
January 525,000 * . 25,000 55,000 470,000+ 75 000 10,000 265,000, 260,000
February 30,000 85,000 - 440,000 . 100,000 30,000, 355,000 . 170,000
March * 50,000 135,000 390,000 50,000 ~ 20,000 " 385,000 140,000
. April . 50,000 185,000 340,000 50,000, 10,000 ° 425,000 100,000
. May . 60,000 245,000 280,000 |, 50,000 20,000 455000\ 70,000
June N . . 70,000 315,000 210,000 50,000 15,000 490000 35,000
July - , 60,000 375,000 150,000 40,000 20,000 510,000 15,000
August - ' . 50000 425,000 100, 40,000 20,000 530,000 (5,000) .
September L . 50,000 475,000, 50, 5,000« 10,000 525,000 .0

Ed

TN

Given these considérations, the Utah Job Service de-
veloped the fiscal reporting form deplcged in table 2. HypOo
thetical numbers haye been used in the tablg for illustrative
putposes. For example, this particular planning district al-
located $500,000 to its OJT program for FY 1978 to pay
employers for extraordinary training costs associated ydth

. hiring disadvantaged workers. ‘During the first month

(October), it obllgated $100, 000 (column 6). However,

—— ~since there is normally a lag perLQd .hefween the tlmes the

-expended., Col

contract service representatlve negotiates the contract ob-
tains the necessary signatures, submits the required infor=
mation ‘to the accounting department, and verifies that
trainees have been referred to the employer only '$5,000
was actually paid out (expended) at the end of the first
month (column 3). Column § shows that there was a re-
maining balance of $495,000, but Columin 8 indicates that
if all of the trainees who were placed on OJT contracts
during October stayed on the job long enough to complete
the full trarnmgermbursement period, $100,000 would be

n 9 illustrates that,,since $100,000 of the
$500,000 had been obligated, there was a balanee of
$400,000 left to obligate.

-Further analysis of the table indicates that by the end
of December the planning district had obligated $250,000

" and expended $30,000. Perhaps more important is the fact

that a pattern of deobligations (Column 7) began to

emerge. With this information, the planner could start to "
' manage the activity levels of the program;, i.e., how much

money could be obllgated and expended each month in
order to assure maximum utilization of the funds avallabl'e

- These data also have lmportant implications for the organi-_

zation and staffing of thg; program. ‘Decisions cambe made
about how many contrac[ service representatives are needed
to obligate the agreed upon monthly totals, and how they

. can best be orgamzed‘to acomplish the task.

+ »Column 2 §f table 2’ shows that $25,000 in additional
‘flle}dS were allocated to the programs in January. This may
" be because other programs were not doing -as well as an-
ticipated, or because feedback from the contract service

[Kc | | |
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representatlve suggested that employer aceptance was good
for OJT and foré funds could be obligated, or because of
any of 3 dozen other reasons that requfred 'shifts in pro-

gram fund g .
Five mr—;}rtant pomts should be made from this table.
First, if attests that, if 4 planner Wants a maximum use of
OJT funds, jt is necessary to ovprobligate. Note that in,
this planning district, $710 000-vas, actually obligated to
achieve a 90 percent expendrture rate ($475 000 is 90 per-
cent of $525,000). As a rule.of thumb, the Utah experience

indicates .that planners can overobligate up to about 130 .

percent of available funds. In the example illustrated here,
the overobligation was 135 percent .

.. Second, in order to adhere to sound fiscal and acounting

principles relating to overobligations, SpPONsOrs must ensure
that their OJT contract assurances and certlﬁcatrons con-
tain the cayeat that “all payments to employers are sub)ect
to the avarlablllty of funds.” This safeguard is necessary
for two reasons: (1) "Due to some unforeseeh development,
the Department. of ‘Labor may be requrred to withdraw-
fundmg to a sponsor; and (2) the OJT program may work
gl that, \if carried through, the overobligation would,
resultsin actual overexpendrtures . .
Third, in this case even though overobligation did occur,
$50,000 was left unspent at the end of September This
means that planners probably cannot avoid some carry over
of funds from one fiscal year to another if they provide job

opportunities for, disadvantaged persons during each of the

twelve months. Inasmuch as OJT contracts average about
six months in duratlon we suggest that for planning pur-

..poses OJT programs should, be viewed as having an eight-

een month life cycle i.e., twelve months in which contracts
can be_negotiated and six months for final payments to em-
ployers and necessary closecut activities.

Fourth, a fiscal control form. of this type can greatly
facilitate staﬁmg Too 1nany planners assign contrac% serv-
ice representatives to their OJT programv with little or-no
thought about how many cgntracts gne contract: service
representative can write or iow much money one contract

-
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will require. This subject will be disclissed in greater detail
under “Staffing for Optm{um Results” Jater in this chapter.
Fifth, data of this type can tell the planner at a glance
what the.overall condition of the ep’rogram is, and whether
or not it will acomplrsh the agreed upor objective, For in-
stance, a s:zable deobli atton rate may suggest that person-

" el Assignéd to screening, selection, and referral of trainees
" ‘aré not exercising adequate care. Perhaps- tramees are being
térmjnated for unsatisfactory job performancé soon after

sta;tmg the training. An‘inordinately high deoblrgatron rate -

may ' indicate that contract service representatives are
not s€fcting the best ,.emﬂployers with which to contract.
erhaps the employer's supervisors do not know how to

/ relate to the disadvantaged workers Company executives
© the disadvantaged productive as soon as possrble having
thé trainee | make a hit with hrs/her supervisor,™ and un-

derstandmg that “strong supervrslon is vital to successful_

employment of the disadvantaged. This type of behavror
_ often leads to another failure for. the worker unless the
"management and supervisors can be oriented to the need
for special assistance in adjusting«disadvantaged workers,
- to the job duties. The deobligation rate may also be a
_signal that counseling, job coaching, and other follow-up
supportive services are not effective. ,

Fipally, planners should be aware that good fiscal man-
agement requires other reports of this type covering admin-
istration, staff services, supportive services, and other ac-
tivities that are directed at OJT functions. Generally, these
activities .are not.subject to the numerous variables that
influence the payments to employérs. Thus, they are not
specifically treated in this monograph.

-~

o~
: Operating' or Subcontracting
Your Program

S

The first step for the pnme Sponsor in orgamzmg an

*

oIT program is to decide if the function will be operated . c :
* *the Job Service will not %rge for any services it normally

‘by-the sponsor or-subcontracted to another agency or or-
ganization.. If the decision is made to subcontract the func-
‘tion, the following items should be considered: .

(1) That the sponsor develop an objective ‘method of
"appraisal that will identify the agency or organiz®
tion most capable of meeting the sponsor’s stated
objectives for the OJT program, and

(2) That the sponsor call. for proposals from all agen—

: - cies or orgamzatrons interested in . subcontracting
for the OJT program. .

The followmg key questions are considered essential to
proper evaluation of any agendy or organization proposal:

-

* (1) Does the proposal address existing labor market
needs?

N

Q ' Y RN

. repeatedly cite the importance of such factors as. “méking

17

N % - » ) .
> .

(2) Does the proposal address exrstmg target popula-
tion needs?"

(3) Does the proposal provide for flexibility in meeting

changing employer and trainee needs? /

4)

) and staff experlence and competency?

Does the proposal have administrative costs

parable to other proposals" . '

-Does the proppsal have training costs comparable

10 other proposals? b

(7) Does the proposal have supportlve service costs
. comparable to other proposals? .o

(8) Does the proposal have staff sérvice costs compar-
* able to other proposals? - ‘

(9) Does the proposal provide for linkages with other

agencies and organ‘rzations to share costs and serv-

ices?

Does the proposal have ade(juate safeguards;to en-

/com-

- (5)

(6)

(10)

Does the proposal show evidence of management

sure that the services provided will not duplicate

or overlap with the services of other agencies ard
organizations? ‘ .

After careful analysis of the particular agency or organi-

zation, the prime sponsor may want to evaluate proposals,

by a numerical rating system. Reviewers would rank each
question on a scale of one to ten points, for example. If
the sponsor felt that a particular. agency was well organized
to meet existing labor market-needs, a score of ten points
would be given to question 1. In this manner agencies and

organizations could be comparéd on .the basis- of total

points. Subsequently, should a subcontract award dispute
arise, having numerically -werghted proposals could help
the prime sponsor’s staff to arrive at the best solution.

Normally, prime sponsors will want to look first at the

Job Servict”as a possible subcontractor. There are good - .

reasons for doing so. First, the Job Service has been oper-
ating OJT programs since thie early 1960’. Often, their
staff will have a wealth of knowledge about the program,
the job market, and the target population. Second, the Joh
Service is required by the Department of Lahor to use an
“added cost” concept in determining its chf;s to CETA
prime sponsors for services. In essence, this means that

provides to tHe general ptblic. For example, the Job Sefvice
is réquired by law to complete a work application and pro-
vide placement assistance to'-any person who seeks sucH
assistance at any one of its offices. For the primesponsor,
this means that the basic information required for an em-
ployability development plan for CETA enrollees is already
available énd the normal placement services will be pro-
vided at no charge Other services such as_ counseling,
testing, vocational.guidance, and’ computer- ]ob matching
can also be provided to the sponsor at comparatively low
cost. * PR
‘The third considération in favor of the Job Service is
that the CETA regulations require the use of the Job Serv-
ice wherever possible. Indeed, prime sponsors must justify

-
*»
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+ — in writing all servicés not -contracted toﬁthe,Job Service. of positions vary ‘widely, yet certain basic actlyities are,
This is not therely a self-serving reéuirement, but one ubiquitous.’Contract service representatives, for.example,
. which is designed to eliminate Yuplication, overlap, and were always present in soree form or another, although they
confusion in program gervice delivery. served under many different titles. The fitle, Contract Serv-
’Nevertheless:\ there Are numerous other organizations Jjce Representative or CSR; is ysed in this document since
that have experience in taking disadvantaged-workers off it appears most frequently in directives and publications
welfare rolls and ptittiqg them on paxgolls. In addition to issued by the Department of Labor. . o
those mentionéd in chapter 2, a pértial list would include More* specifically, it was noted that some CSR’s'were
the National ‘Wrban League, the Opportunities Industriali- responsible for job development and some were not; some.
zation Geaters (OIC’S), and Operation Service, Employ- were’ responsible for follow-up with employers -after the- |
. "“ment, and Redeveélopment (SER). It rémains for the prime contracts were written, while job coaches or pther parapro-
sponsor to decide which can do the job best for the‘least fessional workers performed that function in other cases; N\

a

amount of money. e . some developed specific job openings for individual

4

4 Prad

. % . .7+ i trainces, and some solicited any ‘and all job gpenings the.’
? particular employer had at the time of the contact. Chart

Stang for Optim umi Results 2 depicts o OJT program organization chart encompassing

4

the basic functions that were present to ong degree or an-
* * Regardless™of the sporisor’s decision to o pqrate'or sub- ~other in 2.111 planning districts. Bx(’xef job descriptions of the
key positions follolw. ‘ oY

contract, it is essential to have some jdea of what censti-
tutes an rﬂ’bcﬁv{?}T program organization. This knowl- ¢
edge will facjlitate” evalution of the, program operator’s ' i . o,

ability to perform both quantitatiyely and qualitatively. In Pr ogram Dlr ector e .
. this regard there appears to be considerable room for vari- - . ’

, ation and innovation. Analysis of organization charts from The program “director is the chief officer, who has-the
several different states indicates that the specific functions ultimate responsibility for the program’s effectiveness. Gen-
, - . - s a 1, .

. -
. . s *

P
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Chart2. OJT Program Qrgamzatlonr <
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erally, this person is responsible to the designated represen-
tative of the prime sponsor. This 'is not to say that the
program director works directly for the prime sponsor (as
" in the casé of a subcontractor), but it is to say that as the
top officer in the program, liaison with the prime sponsor
organization for progress reports, policy discussions, and
so on, is @ paramqQunt duty. In addition to normal person-
¢ el responsibilities—e.g., hiring, firing, and training of staff
, —the program director also frequently serves as the signa-
tory officer for the OJT contracts. This means that no em-
ployer contrdct is official until it has the signatures of both
the employer and the program digcctor.f

[3

!

Supervisor', Fisca], Accounting,
and Reports

+

; The supervisor of fiscal, accounting, and reports provides
administrative support to the program. Purchasingof sup-
plies, equipment; space, furniture, and other materials is
under his direction. Determining allowable costs for partici-
pating employers and ensuring timely payments of inyoices

voice clegk., The reports and analysis specialist preparg
. monthl perating reports covering such information as the;,
number of tramees enfolled, amount of funds obligated
and expended, and other performance indicators to assist
the program directorin cmlqatmg the overall effectivenéss
of the program. . . ‘

.

- are thejmt responsibilities of .the accountant and the in- .

4

;o . .;
Superv1s r, Contract Serwce
Representatlves .

The supervisor of the contract service representatives

?/@olds the key to ‘program effectiveness. In fact, mu f

* this monograph was written specifically for the- use ol the’

CSR supervisor. 'Under the general direction of the program
-director, he or’she must decide what employers are to be
contacted, how they. are to be contactéd, and how this
activity is’ to be'coordinated with other programs, such as
the Work Incentive (WIN) Program, to enSure that dupli-
) cate contacts are not made. He or she is also lpsponslblc
for the Pguahty and quantlty of contracts. For instance, the

Job Coach

The duties of the job coach are also usudlly found under
the supervision of the CSR supervisor, but the specific
dutes of this person are less well defined. Some ]Ob coaches
work primarily with the trainees before they are’ refen;ed
to employers. Duties include assessing the applicant’s ]ob -
readiness; analyzing barriers to successful job placement,
suchVas atfitude, transportation problems, day care prob- |
lems, minor medical and dental problems; and considering. . j
other factors which may affect job readiness. On the other |
hand, some job coaches focus on problems that develop’ |
on the joblsuch as supervisor-employee relations, under-
standing job duties, language problems, and so on. Regard-
less of the approach, the job coach serves an important
function in freeing up the’ CSR's and professional staff
members for other duties.

’ >
.

Superv1sor,, Intéke, \
Assessment, and Counseling |
) B

Generally speaking, the super\isor intake, assessment,\
find counseling oversees these services for all of the prime
sponsor’s programs; i.c., classroom training, OJT, PSE,
and work experience. The extent of such responsibility de-
pends on the size and scope of the parucular programs. In
any event, it is the responsibility of this unit to determine
‘ the best route for the dléadvantaged applicant to follow in . -~
order to arrive at a good job. Counseling, testing, and ° .
orientation are all used to assess thé applicant’s skills,
knowledge, abilities, dnd interests. This information is then
summarized into an employability devélopment plan.. From

this plan the applicant, working in tandém with the intake
interviewer and the vocational counselor, can evaluate the
placement alternatives and decide on .a plan of action' that -

, will assure a full and fair measure of service. The employ- .

ability development plan can #lso be used to note the re-
sults of periodic follow-up contacts 'with the apphcant
Thése’ follow-up progress reports may indicate the need -
for reassessment and modification of the plan.

Pal
4

Qualifcy Conti'ol‘ Moﬁitor | | -

The quality control monitor works independently of the

* supervisor, must determme how many contracts one CSR —threg’ other unit functions to provnde the program directo

can service at any ngen time, Wit the pre\allmg rates of
pay for contract occupations are, and what type of jobs
should and. should not be solicited. .

with unbiased infotmation on employer, CSR, and intaKes .
d assessment activities. Usually on a random sample

asis, the momtor will.make personal visits to contract

0. N i 12 ‘ B
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monitoring functron can be found latet in 1h1s chapter

employers to determme the'qrt)llty of training, progress of
the trainee, and whether or nbt the employer is living up
to the terms of the contract. These visits, coupled with

_ desk audits of contracts antl_invoices, ‘provide the monitor

with valuable mformatron that can assist the director in
improving overall operatlons Additional details’ about the

* ”

.. . .
o
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Establlshlng Productlon and

Performance Standards

) 3

All of the planning, organlzmg, budgetmg, staffing, sub-
co%ractmg, and other start-up considerations that a prime
spohsor must be concerned with"are for one purpose—pro-
ductron The bottom line question is: How many persons
are going to be helped by your program? The factors dis-

“cussed in this chapter—e.g., the amount of funds available,

economic conditions, staffing, target population, type and
duratlon of trammg, supportrve servicey, and so on—must

< ¢

of p’lacement based on the expected duration of the job: ¢1)
_Short-term, in which the job lasts three days or less; (2)
mid-term, in which the expected duration is from four days
to one-hundred-fifty days; and (3) long-term for those
jobs that last more than one-hundred-fifty days. These in-
dicatoss will help both the prime sponsor and the program
operator assess the- quallty and quantlty of program
services.

" Table 3 depicts a- sample production schedhle Note
from the table that the. program sponsor plansito enroll
500 applicants in OJT contracts during the year, and that
he or she expects 300 of them to stay on the job long
enough to complete the tra.mmg reimbursement period and

" enter into umubsrdlzed employment. Some prime SpONsors
_may think that a 60- percent placement rate is not ‘too im-

be considered in answering this question. But even after

the planning for all of these items has been crystallized, the
prime sponsor will not know how many disadvantaged
workers will be helped by his or her efforts unless some
type of productlon schedule is negotrated with th.e program
operator.

A monthly production schedule will indicate to the spon-
sor such ltems as how many workers the pragram operator
plans to 1l in OFF contracts, and how many" were
actually rolled Also, it can 1dem1fy other performance
standards the prime sponsor will ‘want to measure on a
monthly bdsis, such as the number of placements (i.e., the
number of trainees who stay on the ]Ob beyond the planned
subsidized employment penod) or ‘the counterpart early
termination figure, In addition, sponsors will want some
measurement of follow-up with the trainees who are placed

 to determine how long they remain in unsubsidized employ-

ment. The Federal Register indicates there are three levels

=1

pressive, and perhaps it isn't, but the corresponding figuges
for the JOBS program and OJT activigies under the MDTA™ -

ranged from 40 to 70 percent.'? Additional information

on the production schedule shows that the program oper-
ator did in fact make the goal of enrolling 500 applrcants
but fell short of a 60 percent placement rate.

More specifically, the prime sponsor received the first
clues during the first quarter that the planned placement
rate might not be reached. Nqte that the actual numbS\ﬁL
early terminations far exceededsxhe anticipated figures fo
that period. This could indicate Problems over the entire

. spectrumof program services; i.c., intake, screening, select-

-the’ employer .may not be providing the. agreed upon sup- -,

Table- 3. CETA Production Schedule, Fiscal Year 1978

ing, or quallty of supportrve services, and follow-up, For
example, if may indicate that the disadvantaged trainees are
being enrolled in ]ObS for which theXare not well spited.
They may be encountering work adjustment problems, and

portive services. It may mean the wages are too low, or the
jobs are too far away from the trainees’ hromes. In any
event, the data repdrted on the production schedule can
sense the pulse of the entire program. Thus, it is a valuable
management tool th fm make‘month to-month

adjustments in progfam activities. - C .

-
-
~

32 The Confetence -Bpard{ Inc.. Employing the Dfﬂ:dvanm:ed A Company
Per.rpecuve {New York. CUerence Bo)rd Report No~ Sll 1972) p. 1.

D'ISTRICT f 7 o B
- ~N
FUNCTIONAL ACTIVITY 'ON-THE-JOB TRAINING ! . / S
« Performance @ - Total -~ Lt ’ - - . . a
Indicator FY'78  Oct. Nov. Dec. Jan. Feb. Mar. Apt. May _June July Aug.; Sept. .
Planned Number of Applicantstobe . Yo N [ s L
Enrolled - 500 50 60 50 © 40 30 20 0 50 60 70 .20 20
Actual Number of Applicants Enrolled, 500 30 50 50 60 40 5. 30 40 50 .75 k[¢] 10
Planned Number of Placements 300 0 0~ 0 0 10 20 30 40 60 60 40 40
Actual Number of Placements’ 255 _..0¢% 0 0 0 15° 15 15 25 40 - 50 50 45
Short-term Placements . 16 0 0 0 0o 1, 2 0 2 .3 3. 2 3
Mid-term Placements 7 0 0 0 "0 0 0 0 1 1 1 | T2 2
Long-term Placements 11 0 0. o 0 0 0o -0 o -9, 2 4 5
Anticipated Number of Early . . . .
- ‘Terminations 150 5 5 5 57 10 20 20 20 20 20 10 =10
Actual Number of Early Terminations 195 10 15 20 15 20, 20 30 20 20 20 5 -0 i
’ . ® . - .

'
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One other dimensien of production that should be glven
careful consrderatron"by both the sponsor/imd the program
director js individua] workload fogestaff members. Indeed,
how many OJT contracts can one CSR negotiate, develop,
and service in ohe year? How many disadvantaged workers
can one counselar be expected to counsel? Wirat can the
program, dlrector expect from each of his j@ coaches, in-
take interviewers, and others?

Unfortunately, there is little empirical data on this sub-
ject.’This is understandable in view of the diverse nature of
QIT programs. Nevertheless, from the experience of the
authors, the following observations may be useful:

L)

(1) ﬁrscusslons of individual productron should involve .
. the staff members who are going to do the work.
‘ ‘At the outset of%the Utah NAB/JOBS program,

management representatives decided thathall things
considered, a CSR should be’able to negotiate; de-
velop, and service 40- contracts per year. Subse-
quent discussions with the individual CSR’s in~
creased this figurg to 60 contracty per year. Since
"*.  the training period for the contracts generally lasted
°  .about six months, this meant that a CSR would
have’ approximately 30 active contracts at any given

time. _ . "

M) Goals for the mtake staff workers were more diffi-
cult ta establish because they were dependent on
walk-in* applrcant traffic or appllcant outreach *ac-
X tivities. For example, infake interviéwers were ex-
. pected to complete the initial screening interviéw in
dpproximately twenty minutes and the entire em-
ployability development plan in thirty -minutes. By
comparison,’ counselors were expected to see an
Y- average of six applicants a day. The quality control

. mon;tor was expected to perform either a~desk audit
. or a field audit or both an 50 per of \all con-—

tracts negotiated.

AdmrttedQ these were mostly guesses about what could
or"ought to be done. Yet they were 1mportant betaust they®
gave everyone a starting point for action. Supervisors
could then compare performance en an individual basis!

. and provide additional training and guidance as needed.
_Morequr, as data accumulated, new and more précise '

goals could be developed and staﬁ’ing adjustmengs could
be. made to better meet the goals for the program as a
whole. * . ‘ L :
Of ‘course, prrme sponsors can Rvelop goals for any~

partrcular function, afd the goals can‘be rigidly adhered to
or they can.'be used for planning: only, but it should” be
remembered that most people work better if they under-
stand the nature of their joﬁs and have clearly established
responsibilities Set,up in such a way that their combined
efforts .are directed toward achieving the overall program
goals. However, planners shguld also be aware that overly

"rigid management policies may produce the desired figures®

at great cost to the quality of services rendered.

‘ oA
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. is designated to, assist welfare recipien
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Develo Emg Linkages. with
Qther Employment and
.Training Programs: -
: N ‘ )
b .
Program sponsors interested in developing a well-co-
ordinated CETA program _in their areal Should -seek to
develop linkages and coordination with other employment
and training organizations or programs. Ppecifically, con-
sideration should be gixgn to WIN, NAB,Job Corps, local

apprentice programs, and other program
based organizations. The Work Incentive

rogram (WIN)
m the Aid to
-'Families with De ndent Chrldrcn (AFDE) ‘category. The

in welfare Tow:
provrded whic ,
OJT contracts. Ingsmuch as WIN is als
contracting, it 4s vefy important that

involved i 1n oIT

of community+-

oordinatiod exist °

with CETA to avoid duplication of errofs and gpmpetition

with employers. It is very annoying and| confusing for em-
ployers to be contacted repeatedly by different representa-
tives, each oﬂerlng similar programs. Any WJIN participant
is by definition a person elegible for CETA programs. In
other words, all WIN enrollees are within what should be

'the CETA target population. [t is recommendgd that prime

sponsors develop a good ‘working relationship with the
WIN coordinafor in their area. To develop an effective
working relationship, mutual consideration should be given
to the following activities:

(1) Planning. WIN and CETA staff persggnel should

be thoroughly familiar wﬂre features of both

programs. It would be helpful to have repgesenta-
tives’ attend plannrng sessions for both programs
’ for the exchange-of ideas ‘and information. Exper-
tise and previous experience should be shared. Mar-
‘keting plans should> be developed jointly, with

thought }o which employers will be contacted andl

by whom.”
(2)

mon ob]ectrve and since duplicative, efforts are

) wasteful cooperation in job qevelopment. is highly

desirable. In addition to joint planning of job de-

velopment activities, information should be - ex-.

changed regarding employer .contacts and results.

CETA job developers could also help market the .

-WIN tax credit which,is.availablg to émployers who

hire and retain welfare recrprents THis tax credit’

is a very attractrve yet little kWn proposition

which could have much apptal to employers. The
tax credit an employer may, recefve is 20 percent

.. - ,of the cash wages paid a certified employee during a
. vtwelve-month period. This tax credit.has ex,:ellent

. potential as an inducement to an employer to hire.

_2‘. - -

Job Development Since both programs have a com-




/ .
" WIN em‘ollees It is our opmron that this feature
has not been grven enough publicity or been ade-
_(Lately presented to many employers that might be
mterested

-
.9
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A .joint activity that might be, advantageous o
WIN and CETA would be a oentral cleanng poinf* ~
on ]ob openings. If an opening secured by a ]ob de-

‘veloper cannot B filled in a reasonable tjme with
a client”from one of the programs, it could be
opened, to clients of 'the otlier program. It might
also be feasibile to team up or pool staff for job,
- development efforts, which would result in bene-
fits for both programs It would also seem:desrtable
" to conduct joint job -solicitation. campargns NAB
has been referred to a number of times throughout,
this paper. It is strongly recomménded that prime
+_ sponsors  deyelop communrcatron and program
lrnkages with the Alliance. The effectiveness of NAB
varies from one part of the country to another, but
*in areas where a strong Alliance ‘program exists,
prime sponsors can gxpect a great deal of help ‘and
support in marketing employer contracts, conduct-
lmg awareness trarmng seminars, and providing lia-
son with the busrness community. NAB also offers
excellent help in ]ob development campaigns and
prometional actrvrtres to stimulate the hiring and
training of ex-offenders, needy youth, and veterans,
as well as the drsadvantaged individuals.

L
Another highly desrrable lrnkage is with the local ap-
prenticeship council. If a prime sponsor is interested in

maximizing the quality of training in OJT, an apprentice- .

ship .program can be a vrt'al ingredient, Apprentice pro-
grams are a low cost, W1dely accepted, and effective means
of providing OJT in skilled occupations. Technical experts,
available in most prime sponsor areas throughodt-the coun-
try, can work with employers to develop apprentice stand-
drds, training outlines, }@s structures, affirmative action
plans, and special services to veteraiis. Also apprenticeship
couhcils can assist the prime sponsor in developing a co-
operative relationship with organized labor. The need for
skilled craftsmen in certain occupations seems to be per-
sistent, Answering this need and providing a trainee with
Ascertifiedzskil is a wortﬁy objective for a CETA prime
'sponsor

-

wa -

" In many locatrons, partrcularly/the large urban areas,
there are org ions such as Opportun’mes Industnalr—'
zation Centers (OIC’s), SER manpower offices, and other
" groups:. Competrt*on and interprogram jealousies ‘must be

.avoided if the drsadvantaged and society are to recerve_

the greatest benefit from available resourceés.

3

Determmmg Wlnch Ind
and Johs Are Best

<
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ﬁo many CE’I‘A ients are- placed for. OjT training_in
ively low paying jqbs -with few. career| opyftumtles
for advancement. Many clients " are ‘entered into low. skill
‘entry level fositions, where'they become the] é’t‘lured and
first fired. This phenpmenon sgems to be in direct relation-
ship fa the business cycle” and a;onomrc ctuation. If a
'comparfy is extendrng lproductron or expe encmg ‘a sea-
sonal ifcrease in actlvrty, demand for laQor increases and
job obenrngs for the cpsadvantaged become more NUMErous.
It jis ironic that this is not thé best yme for companres to
train employees, but it is the time when most hiring occurs.
CSR’s would do_well to try to influencg employers to hire
when productlon. slackerrs, because such periods afford
supervisry personnel’ more time to train,

Sev?r"ar encouraging observatrons of current OJT pro-

grams are that trarnees are employed dn a wide range of .
occupations, and there are an’ in¢reasifig number of female °

clients being placed in non-traditional jobs such; ;as welders,
truck dnvers ;macRinists and construction-workers.* Unfor-
tupately, theré seem to be few el’(echve linkages with ap-
ptentrceslarp programs. Another, opservatron we have made
is that CSR’s have a tendemcy to continue wntrng contracts
with the same employers over and over Aagain. This “re-
harvestmg of contfaets has gositive and negatrve aspects,
‘Oirthe peositive side, it can be argued thatésuth employers
have proven thelr abrlrty to train apd provrdqa continuation
of meanjngful employment On the negative side, it may

t be that'a CSR’s time would be better spent contacting com-
panies that have not participated. Sometimes a CSR has
'developed a
it is hard to day No” 16 a Tequest for a contract, although
the quality of past arnrng is margina] at best. Also, gre
care must be’ ttazez' by CSR’s to make sure trainees a&e
beiflg yetained by the compgny and that CETA funds are
not being used {o spbsrdlze com nres W1th turnover prob-
lems.

Prime sponsors have a responsrbrlrty tb use OJT funds '

al relationship with an employer and -

wisely and to ensure that expenditures contribute to results .

of Jasting value. With this in mind, we suggest that affirma-
tive ans%%to the followin questrons are an indication of
a desiraBle j fop a dr gdvantaged derson in a OJT
situation:

(1) Wil the job result 1mthe trainee having a market-

able skill that will befsbeneﬁcral now and in the
future? Wauld such §kllls b -dnsferable to another
]ob?.Js the trarmng,apprent ble?
(2) Is the job a good 5‘pportumty for a drsadvantaged
person to which such a person normally would not
- have-access? . T
(3) Does the employer have the necessary facilitiés, -
staff, and equrprﬁent to, provrde,qualrty trammg?
S

’
’
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(4) Does the employer understand thc purpose and
V¢ philosophy of CETA/OJT programs, and is the
, employer willing,_ to «participate in accordance. with
the prime sponsor’s policies, rules, and regulations?
Does the employer haye’a good business reputation
and stability in the community? Does the employer
intend to provide continuous employment “beyond.
the contract trammg perrod" Is there a low em-
ployee turpover rate in the company? .
D0es the joly- provtde an opportunity for advances”
ment within the fym or industry? Y
'(7) Wil the job provide an adequate income with good
Wifringe benefits for the traince?
(8) Is there reason to beligve that the trainee’ wrll find -
persorral satisfaction in the job? Will the workmg
. conditions be acceptable and conducwe “to the de- .

(5)

haa 2N

(6)

Will the trainee emjoy fearning the tasks and job
duties and find a sense of accomplrshm‘ent through
his or her efforts?” -

"y
It has been our experrence in workmg with QIT pro- .,
grams that Item 8 is perhaps the most important considera-
tion, at least for the duration of training. If the trainee doesu
_— feel good about the job, he or she will probably quit
within the fifst four to six weeks. Many trainees. will bes
happier .at a lower paying job that provides self esteem
< than a hard, dirty, high paying job. A job as a bank teller,
for example, -may provide more self esteeni and job satis-',
faction than a job as a mechanit,-even though it may'pay
less. It is important- thdt the best kinds of jobs be sought
for trainees rather than writing contracts with employers
who just “happen to come alogg.” All of this requires more
deliberation and planning, SF upled with good working
knowledge of local jobs and industries. ) .

Monitoi'ing—Why' and How?

! x
’

Monitoring is the assessment of the process of dehvermg
services to a_ client population and the identification of
“strengths and weaknesses of services provided by the em-
ployer. Monitoring is 2 very important aspect of OJT pro-
gram operations. Regardless of how well a program ‘may .
be devéloped and implemented, unless the prime sponsor
receives periodic feedback on progress toward objectives,
the pro‘gram may not be successful. Problems should be
dealt with as they arise so that immediate corrective agtron
may be taken and plang made to prevent future occur-
rences. , <
— A momtormg'systeﬁ; must be well planned and rmple-
mented,-with an understanding ‘of who will monitor, when,
and How the monitoring will be conducted: It is recom-
" mended that a checklist of specific things to review be
‘devised so that, the quality and quantity of training will

Qo N
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meetthe prime sponsor’s standards and level of accept-
ability. We suggest' that each CSR be Tequired to make
monthly review of each contract for which he or she is
responsibile. This should include a desk audit of reports
and performance jndicators, supplemtented by telephone
contac utyth the enhpl,pyer and trainee as,needed .
fon should/be exercised not to interrupt the, trainee’ s .

work or’to take the employer’s time any more than n neces-

- sary. Nevertheless, the CSR should personally vrslt the
.trammg site to interview the trainee and supervisor at least
#-once a month. . This interviéw should bt brief. The trainee

and supervrSor shiould be mtervrewed separately and ques-
tioned to determine the following things:

(1) Is the employer satisfiedayith the trainee's work and
. progress?
(2) Is the employer meemgﬁ the financial obligations to

.

velopment or enrichment of the tramee s self image? « ». the trainee? .

-

Dogs the employer or, the tra1nee see any problems
developmg" .

Is' the employer in complrance -with tlTé assurances
and certifications of the comtract? .~ -

Is the trainee.being trained in the agreed joccupa-
tion, and is the training outline being followed? .
Does the “trainee feel the satisfactory progress is
being made toward the career goal? '

Does the trainee have a-good feeling about the ém-
ployer and the work situation?

Does the trainee know about available supportive
services, and are they being furnished to him_or hery
asneeded? . ",

Have supportwe\'servrg;es had any’ aﬂect on the -
_trainee’s attitude or adjustment to the job?.-

Is the employer keeping adequate recosds, and are
reimbursements received promptly?

Is there any technical assistance that the CSR or’
some. other person-—could provide “which would be
beneficial? . L.

Both the” employer and trainee should have the CSR’s*
phone number and be encouraged®o call without hesitation
should a need or questiof arise. It is essentifl that all -
parties involved'in the contract training process be honest
and co\ope ative, and that they comrganicate well wr,th(eacl’i/
other. Although what has been described is a mon1tor1ng
'functron it may be more useful to view it as a service visit.
We haye found, that CSR’s often‘feel a greater obligation
to_the employer tifan to the trainees CSR’s tend to become
employer relations representatives, and dfe concerned wiitl? "
maintainihg a good rapport with the employer. Thi§ some-
times makes it difficult for a CSR to be objective and firm
‘with"an employer if there are problems with contract com-

(3)
(4)
(5)
(6)
(7
(8).

~®
(10)

(11)

e

- pliance. In other words, there may be a tendéncy to be per-

missive with employérs in order to maintain a friendly re- |
lationship. This is somewhat understandable because the
CSR’s often see themselves.as salespersons and not as con-
tract compliance officers. Sometimes it is difficult for one

.peraon to play both roles effectively.. For this reason, it is

o . Wt (
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recommended thgt someonge otfler than the CSR make at
least one monitoring visit to the employer in a compliance
rather than service _capacify, during. the contract period or
as problems arise. This quality control monitor shoiild
make a more formal visit than those made by the CSR- and
should examine certain things in, greater depth The need
for such a visit may be made manifest fiom a feview of the
CSR’s often see themselves as salespersons and not as con
of this type can also be conducted on the basis of a random
sample of actlve contracts. At this level of monitoring, the
performance of the CSR and the quallty of service visits
“ could also be checked. Care must be taken not to have too
many people oall'ing on the same émployer with such fre-"
quency ‘as'to cause annoyance. When the quality control
monitor visits. an employer, some very basic and é&asily,
overlooked matters should be checked. We consider -the

. . » . . -
following to be important concerns for a monitor to in-

vestigate:, Y o .-

( 1) “Does the trainee exist, and is he or she on 2 the job?

(2) Are adequate payroll record$ and personnel files .
being maintained which substantiate the employer
invoices submitted. for payment? :

(3) Is there "adequate documentation of supportlve
services for which the employer has clalmed reim-’
bursement? I :

-

Are there good__intemal payroll controls so that
the same individual does not keep_time, issue, and
distribute checks? Such a ong-person _s'ystefn could
invitg¢ fraud or payment abises. .

Other things' to watch for 1n monltonng an OJT contract
include:

-

(1) Check to see that the newly hlred trainee has been .

properly certified for C CETA ‘eligiblity. Determine
whotmade the certifications and if it was done prior
to the cemmencement of-training. Some employers

have been tempted to have regular employees cer- °

- tified as trainees, and_a method should be devised
to prevent this from happening. Sometimes a’ques-
tion to the trainee, 'such as asking whep he or she
began work, will reveal this practice. It may also.
reveal ¢hat the date the employer started claiming
reimbursement preceded the date the trainee ac-
tually started work. Further informatiort *can be
secured from examining time cards and payroll
records .

Since the length of -trainingé usually determined by
* the skill level of the occupation, a monitor should

S

\

make-certain that 1tlfe trainee is‘lng trained in the |

agreed occupation-and not at a ver skilled job.
(3) Occasionally, an employer dellberately or inad-
vertently pays .a trainee a lower wage than what
is called for in the contract. There are a number
of ways this can occur. One of the more common
is when ‘an employee conslders the trainee to be in
a safaricd rather than*a wage job. Since OJT con-
tracts usually base an employer’s reimbursement on
a yearly wage, paid for, a standard 40-hour work
week, a sit\.ﬁtion may_be encountered where the
" trainee receives less than the full wage fér each
" hour worked. For example; let's assume that an

employer and a CSR have negotiated and agreed

" upon a cbntract with a wagé of $3.00 per hour.
Subsequently, the employer tells the trainee that.the
pay is $120 a week and the trainee is required to
work more than,40 hours per week. This results
in the traineé’s receiving a lower hourly wage than
was agreed upon in the contract. Some corrective

“action or resolution of this problem must be made
if the employer is to be in compllance and _the-
trainee is to be treated fairly. - '
Although a prime sponsor must assume good faith
and honest intentions on the part of an employg,

.

(4)

~

a provision that can be abused easily. It is wise to
to ask a trainee if he or she has received the service
for which ‘the employer has.invoiced. In order to

/“

verify the employer’s claim, it is a good idea to

request that the employer 'maintain receipts for any
such services provided. For example, if transporta-
tion money is given to the trainee, it would be well
for the employer to have a réceipt signed by " the
trainee.

(5) When trainees are terminated, a CSR or monitor
‘sheuld investigate- the reason gi en by the trainee
and whetherygt, not it matches the reason given by
the employer. Termination trends and the recur-
rence of the same reasons may suggest theneed for
corrective action and have implications fqr the de-

- slrablllty of future contracts with the employer.

¢

Both CSR and. contract monitor should submit written
reports of their visits and findings. These reports should be
revrewed by a supervisor or other third party.on the prime
. spongpr’s staff. ‘An adequate follow-up system myst be
maigfained on any corrective action that is takgn. A good
moditoring system, throughtfull}t designed an executed

"may make the dfﬁerence between success and” farlure in

-

provrdmg a quality OJT progran’l‘

.
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reimbursement for providing supportive services is -
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T 4 CONSIDERATIONS FOR MARKETING
| 0OJT CONTRACTS - -\

-~ . i ’
For program operators, the product they are trying to

sell is the applicants who need jobs, and the byyer is the ,

employer who needs workers. Approaches to marketing
are structuréd entirely by the product to be sold. Thus, as
pointed out in chapter 3, if the objective'is to place hard-
core disadvantaged pemons on permarent jobs with large
firms offering career ladders, the “approach ‘will .be quite

different from the approach used by the progrim operator .
~ gram operator and the contracting company should estab-

who wants only tp by as ‘many jobs for unemployed
workers as is possible with the available fungs.

nce the program objectives are established, the .pro-
gram operator should then congsider the following key
matketing factosews?s

(1)
(2)
(3)
(4
(5)-

‘av

“Target populanon pnonues and characterxstxcs
Legislatively mandated priorities.
The job market.
The economic.picture.
-Contract service representatives and employer con-
tract procedures

(6) Advertising, promotIonal “campaigns, , and other
. public relauons tQols. |

-
'

‘fj’:

Target POpulatlon Prmntles
and Charactenstlcs

3

~y,
. In the first consideration, that of target populatxon prior-
mes and characteristics, the prime spo¥Sor must make an

; even more detailed decision about who will ’be served.

Unless unusual circumstafices prevail_in -any given plan-
ning district, the available funds cannot serve the total
eligible population. THus, selection criteria must be estab-
lished that will focus on those individuals who the piime
sponsor has determined will be given priority. This iden-
tification of priority groups will obvigusly affect the entire
marketing approach, as pointed -out earlier. For example,

_the more disadvantaged the -trainee, the more money that

will be needed far supportive services and_extended sub-
sidized trajning. In addition, more intensive individualized
job development, follow-up, and counseling will be fieeded
#Nurnover is to be kept within acceptable limits. All of
these consnderatlons may r?q%re more' staff and additional
adminigsrative controls. .

way of example, in the early days of the JOBS Pro-
gram, a number of contracting companies decided to hire

_. only the most disadvantage:d, most problem-prone trainees

they could find as a matter of social commitment. Thus,
program operators established screemng .procedures that
pernntted referrals of only those individuals from the bot-
tom of the dIsadvantaged barrel. The. results were some-
what mixed, with some dxscouragmg and some rewardmg
experiences. Lo

In general, howgver, it was learned that both the pro-

lish minimal realistic requirements ahd provide for the'
hiring of a mix of those trainees who- require extensIve
special assistance and those who can succeed with only
minimal. special assistance. This combination will enhance
the likelihood of 'success. and ensure that employers as-
similate a fair share of the more seriously disadvarntaged
applicants into their regular work farce. In addition, this
procedure will permit those employers with limited experi~
ence in hiring truly disadvantaged trainees the. time to as-
sess their training capability and their sogial commitment.

There is no social or economIc value in taking a disad- °
vantaged worker with a hjstory -of job failure and devélop-

' ing yet another.job with an employer who is ill equipped

to cope with the multitude of problems that stand between
the worker and successful jOb pﬁct;ment )
~L ) ' ’

L . .
. - v "

- Leglslatlvely Mandated

Priorities. -~
- : T ;;,f-_\:»

Geperally s;Seakin;g, the CETA legislation directs that the
funds are to be ysed to prowde the economicaily dIsad-
vantaged the ;unemployed/ and the, underemployed with =
the assistance they need to compete for, Jecure, and hold
jobs challenging their fullest capabilities. Beyond th}s,
prime sponosors are also required to provide special as-
istance to-veterans, women, older workers, youth, and

persons who have exhausted their unemployment insurance

" benefits. The CETA Jlegislation requires that these signifi-.

*cant segments have services provided to thém on,an equit-
able basis, giving considefation to the relative numbers
unemployed persons in each such segment. ane sponsg
must exercise carg In determxmng any new pnontm that
result from changes in regulauoanublIshed in the Federal
Regtster, ) v e .
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. The ‘Job Maf'lge:t

~ M 1 .
.

Analy zing your job muarhet, the third factor, must encom-

pass a careful review 6f the number, type, and location of
businesses in the area to be served. Where are the com-
panies? How muany potential ]Ob openings do they repre-
sent>*Which firms employ the greatest number of people—
“a few large companies, many small shops, or a mixture of

-th¢ two? How many are inwolved in tollective bargamning

agreements, and which unions are 1nvolved? There are
many sopurces that can be used by prime sponsors to -an-
swer, these questions and to determine the pulse of' the
business community. Monthly _studies” of the area labor
market by the state employment sérvice should give a clear

plcture of the employment situation, indicating where labor

shortages or labor surplu§es ekiSt. The Chamber of Com-
‘merce can supply additional information concerning em-
ployment n the business commumty and anticipated
mdustruﬁ giowth. ‘

Another corivenient source of mformation—but one
which s often overloohed—is the “help®wanted™ section
- of the' local newspaper. Caution is 1n ordgr, because help
wanted ads have limitations as labor market indicators and
job sources. Nevegtheless, ﬁe’éxpansron and contraction
of listings «can suggest-valuable information, abouLtrcnds in
hiring patterns, wage rates, demand occupanons and re-
quired worker skills. Help wanted listings ¢an also bt used
as a “door opener” with employers to explain the benefits
of ap OJT contract. For example, a contract service rep-
resentative ay see a listing for a secretary, and one of the
applicants ®r OJT services may have clerical shills. Thus,
the employer can be contacted and apprised of the ap-
plicant and the ,availability of an OJT contract.

e

.
. . P

"
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advantaged workers but in complymg with federal”
* anti-discrimination and ecqual employment oppor-

SN

-

tunities ‘legislation. Alsg, some personnel cfrrectors'

feel that it is not difficult to recruit adequate pum-
bers of target group employees on their own. In-
deed, many reported an excess of available workers,
since wage and fringe benefit offerings of the larger
firms were'more attractive than those of the smaller
- employers. Thus, when they are approached by a
contract service repfesentative; .they express ljttle
interestt unless the represematrve has a well or-

ganized and_appealing presentatrqn which suggests -

to personnel directors that the service being offered
«is of slgmﬁcant value to their companies. , *
(5) Larger firhs have a greater likelihood of union.
agreements. This_is ‘not to say that unions intrin-
'Slcally Tesist participafion in programs designed to
assist disadvantaged workers, but itgjy to say that
. collective bargaining agreements usually identify
» exacting procedures by which workers can be hired
or fired by the represented firm. If they are to be
successful, it is a good idea if OJT contracts with
union represented firms have the support. of the
umon

-

e . .-
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"Fhe Econoniic Pict'ure S
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General economrc conditions aﬁectmg the prlme spon-
* sor's area must be another job market consrderatron A

’
4

basic conuepl of any OJT program is that 1t is'in the public

interest to expand the supply of trained workers’ by reim-

Expertenice with 4l of these sources of. data have shown bursing ‘private businesses for the cost of hiring, -traini

that smaller employers—i.c., those with fewer than Jfive

employces—are the most Likely candidates for OJT con:,

tracts. Some of the reasons for this are: "

(l) Larger employers may be reluctant to #ccept federal
- funds and the related real or imagined “‘red:tape.”

(2).Some larger firms maintain comprehensrve training
programs as a standard practfte. Thus, the costs are
not extraordinary in nature. Itewould, however, be
,an added cost {0 the smaller shops.

(3) Most larger employers recognize the need to project
more posttive- social images. Racial unrest, labor

strife, riots, and other actions of people out of the -

economic mamstream during thé tumultuous 1960's
5. were very expensrve 1o business. Thus, many firms
have taken steps- 10 ensure that the extraordmary
assistancé needed to corfvert dlsad'i'antaged trainees
into productive workefs fs already in place and
operating without federal assistance.

-

' feel that their main interest is not in recruiting drs- tion programs . . . .-
. . s vy ° * y . i
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. . . . . E I
Q ‘ e e 2 6 » : A
E MC é . - , - N - * ! ?. ‘ -

'(4) Persorinel diréctors of some of the larger firms may . ployment or work experience actrvmes

and retraining drsad\antaged persons who they otherw:g
would not Have hiréd. A major problem with this concept

is thay the successful placement of such ‘persons depends’.

* 6 labor demand. If there is a loss of buoyancy in the-area
economy, empldyers will find it difficult tq provide work
for their most qualified and experlenced warkers—let glone
the drsadvantaged Worker with few qualrﬁcatrons apd

limifed work‘experrence Of perhaps greater-concern .in, a "

declining economy is the fact that OJT, trainees are fre-
quently the first ones to.be laid off, leavmg them no better®”
off, and perhaps worse off, than they were before entering
the program, ‘ . .

Since OJT programs are not normally job creation pro-
grams they do ‘not -increase the number of exrstmg ]Ob
openings,.and in periods of déelining or relatively stable
labor demand’the programs ‘may simply.shift the.burdén of
unemployment from the di dvamaged to other persons.
When the economic pictyr&g- riot too”bright, the prime
sponsor may want to shift tpapublic service em-
ich are job crea;

-
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Contract Service
-Representatives and
-Employer Contact
Procedures

4

>
* The 1mportance of selecting the very best contract serv-

ice representatives becomes clear when viewed against the
_ above considerations. ThE contract service representative
must be someone who can talk the employers’ language and
who can understand and relate well to the business, com-
munity. Some prime. sponsors have used ,representatives
“who were from the disadvantaged community, thinking they
would relate better to the disadvantaged. While this may®
appeal to some employers as a good example, the weight
of evidence _suggests it is not the best approach. The same
is true for any\CR. Unless their style-incorporates a work-
ing krfowledge of the business community—or of the pros
and cons oLplacmg the dlsadvantaged in OJT—they will
probably have only limited success.

On the other hand, re ntatives who arg well trained,
informed, and sensitive”to the needs of both the employers
and the applicants “are more likely to gain and hold the
attention of the employer. In our exper/ence a team con-
sisting of a volunteer private business executlve and a con-
tract service representative from the state” employment
services has proven to be the best combination. ( Utah
Job Service had been chosen by the prime sponsor Th the
Salt Lake City area to administer the OJT. program com- .
ponent.) The Job Servnce representatlve developed a list
of prospective: employers to contact, using the employer

record files of the Job Service. Subsequently, the executive-

telephoned the employers and, talking executive to execu-
tive, made an &ppointment for the team to explain the ‘mis-
sion of NAB and thé mechanics of the OJT contract. This
process continued until the team had a full day of appoint-
ments arranged. Two things were considered essential for
success in making appointments:* (1) The telephone con-
+ tact ust be made with the head .of the firm, and (2) 'the
, head must agree to have their personnel director present
" for the personal visit by the team.

Dunng the personal visit, the employer and his or her
personnel representative were given an’ overview of the
OJT, ct and a general assessment of the type of
workers ~could expect to have referred to them for
consideration. In some cases the characteristics of specific
trainees were discussed, and in all cases it was made clear

‘that the referrals would be workers who needed special -

assistance in becoming productive employees.

Next, the business executive attempted to.solicit a pledge
from the employer to set asidé ispecific numbér. of pres-
ent and future job openings for dlsadvantaged workers. As
_ a rule of thumb, NAB usually asked for_10 percent of all ,
new hires. If the entploye‘rjeépressed- interest in contracting

./ b » . b d
for some of his 6r her immediate opeyngs, the Job Service
representative drranged fof a more detailed meeting with
the Personnel diréctor for completion of the OFT contract.
Also, if. the ﬁrm was_represented by a union collective bar-
_ gaining agreement arrangemerts were made to disCuss the
programr and OJT contract with the bus;ness agent or union
steward. Admmlstratlvely, it was decided to request a letter
of agreement from the unidn before the contrac al-
ized. -

“Business person talking to business persQn” was the
cutting edge of success. Not only do’the executives have a
better’ knowledge of the employers §d their personnel
problems, but they also have many business friends they
can call on for commitments or new employer leads for
future visits. As time passed, variations of this procedure
were tsed to penetrate deeper into the empl

One interesting, although u2§uccessfu y A
called the “Industry of the Month Cam > In this ap-
proach, the NAB chairperson solicited aned ‘executives
from one specific industry; e.g., 't ortation, manufac-
turing, trade. In turn, these executives were given a list of
five to ten disadvantaged workers, ‘along with brief resumes
of the workers’ training and experience. The mandate to
the executive was to. nd ]obs for the workers, either within
the loaning company or in other firms within the industry.

Regrettably, the Industry of the Month Campaign met
with only marginal success. Executives found that the lists
had to be constantly updated because of the transience of.
the group enroled. Moreover the business person would
make Job Kinterview appointments for the workers only to
have them fail to report to the prospective employer at the
appointed time. This tended té reinforce the feelings of
some of the executives that the disadvantaged would make
unreliable employees. Some would then conclude that their
participation in activities such as NAB was little nfore than
corporate philanthropy. . -

The potential still exists Tor this approach, if such prob-
fems can be foreseen. For example, coordination and com-
. munication are critical. There should have been frequent _
contacts between executives and CSR’s or job coaches
assigned to w‘ork with the prograxh to ensure that the
workers were properly notified of the job referral and that
they reported on time. ‘

This again points out the 1mportance of well-qualified
CSR’s. An alert CSR might have interceded to see that the
loaned executive had some. background knowledge-in un-
derstandmg the disadvantaged, and that’ problems with
contacting and referring the workers were solved rather
than passed over.

Unfortunately, NAB has found it increasingly difficult

. in Utah¥to recruit and train loaned executives, a trend

which may also be developing in smaller populatJon centers
throughout thé country. Nevertheless, the potential value of
involving the business community in the plahning and op-
eration of QJT programs.makes it-worth serious 00n51dera-
tion by prime sponsors. * .
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" Good work,. done efficiently, is the measure of success,
‘whether done by a business person or government worker.
Because of their day-to-day contacts with employers and
disadvantaged workers, CSR’s possess a wealth of krowl-
edge that can be channeled into effective sales activity.
When it comes to the actnal expldnation of the ‘OJT con-
tract, most employers are not concerned with who dges
the explaining, so long as it is brief and to the pomt
If business executives, are not available to the prime
sponsor, efforts should be directed toward making the
CSR’s the salespersons as well as the technicians, training
the CSR’s if necessary, by the same techniques businesses
use to train their sales representatives. .
Whichever approach is used, experience strongly sug-
gests that prime sponsors ensure that their contract service
representatives’ are familiar with stheir product: Thxs in-
cludes a thorough knowledge of the OJT contract itself and
its advantages and limitations for the employer, including
such considerations as the availability and value of suppor-
_ tive services, the length and amount of reigbursement,
records requirements, hiring and firing conditions, 4nd the
rules and regulations that apply to both the employer and
trainee. Moreover, the contract -representative must have
.considerable knowledge of the target population and the
common complaints or misconceptions employers have
most frequently voiced about disadvantaged workers. Some
of the more frequent comments and questions directed at
contract service representatives are:

(1) “If these disadvantaged people need a jop so bad,
how come they aren’t over here talking to me in-
stead of you?”

(2) “My experience has been that they work one or
two days and then quit in favor of welfare.”

(3) “Any good worker who has any get-up—and-go has
got-up-and-went.”

. (4) “Tve hired a few as janitors and service workers,
but they never seem satlsﬁed to start at the bottom ",

-

. To properly answer these and other questidns, the rep-
resentative will need to know what, if any, efforts the em- .

ployer has made to recriiit and train disadvantaged workers -

in the past. If the employer has hired disadvantaged
workers, what has his or her labor turnover been, what
entry level jobs have been made available to disadvantaged
workers, and what career ladders have been opened? Armed
with_this information, the representative can offer sound
suggestions to the employer for greater success in meetmg
his or her labor needs.

" The employers’ hising requirements may be unrealistic’

when _viewed against the actual job duties. For example,
some employers by tradition have hired only high school
graduates for routine production jobs, even when it is ob-
vious that other persons with less educatxon could do just as
well. To deal with such problems; the representative must
“be familiar with job analysis and job restructuring tech-
niques. A well trained CSR might point out that g faitly
gomplex accounting job can be analyzed and brog down

[KC . .

wll Toxt Provided by ERIC -

-

into two less difficult bookkeeping jobs, thereby making it

possible for two disadvantaged trainees- with limited ac-
counting skills to qualify and find meaningful employment.

.

Advertlsmg, Prbmotlonal
Campaigns, and Other Public
Relations Tools A

A Y

Advertising, promotional campaigns, and other public
relations tools, our sixth consideratiot!, can be most valua-
ble in the hands of skillful practitioners. As the saying
goes, “nothing succeeds like success.” This is true of the
OIJT concept, as of most other human endeavors. Almost
invariably people respond better to a program they have
heard about and know to be a proven success than to one
“thely haven’t heard of or are skeptical about. Prime spon-
sors will find their work easier if they build an effective®
public relations program, and if employers in the area know
about CETA in general and the higlilights of the OJT com-
ponent in particular.

- National advertising and features about OJT programs -

in national magazines will help to build a favorable image

of OIT among the local businesses and community leaders ¥

in any planning district. -But those are no substitute *for
local public relations. -

Generally speaking, there are three different audiences!-

the prime sponsor will want to reach, depending on local

...,circumstances and on how well the ,program is already ac-
) cepted These ares .

( 1) Local business executives.
_ ,(2) -The general publlc, including local communlty
leaders.

(3) The dxsadvantaged who need the help offered by

OJT.

This is nat to imply t}ﬁ'at public relations can substltute )

for the hard work of soliciting jobs, or for the necessary
follow-through on job procurement and placement, but it
does imply that“the work of the CSR will be far easier if
the executive he is calling on already knows what CETA
is, how OJT functions as a part of it, who’s behind it, and
- what it hopes to accomplish., Beyond this, if" the executive
has a-favorable image of the program and knows it is a
practical approach supported by respected business leaders,
he-or she will respond more favorably and do more per-
sonally to make the program work for his or her company.

The prime sponsors with the best public relations activ-
ities are the ones with the most successful QYT programs.
However, it is important to remember that we are not
talking about razzle-dazzle, but about sound, factual, busi-
nesslike public relations programs designed to convey facts.
Some of the most frequentlyf séd materials are newspaper
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stories, press releases, pampMgts, handouts, fliers, radio be mailed out to selected employers prior to telephone
and TV commercials, telephone surveys, billboards, lunch- personal visits. Employers prefer the pamphlets or hand-
eons, and awards banquets. Once again, the primary con- outs for two reasons: First, they can review the materials
sideration for the ‘planner may be cost. Public relations at their*convenience, and second, they can pse them in
materials, such as TV commercials, luncheons, and awards subséquent discussions with the personnel directors or other
banquents, can be very expensive, and unless well planned officer®of the company. Pamphlets and handouts should
and timed, can produce only marginal reslts. be brief and to the poirf. Avoid government jargon. For
Nevertheless, each has its .own specral appeal For ex-_ instance, don’t u e term “supportiye setices” by itself;
ample, if the prime sponsor is'a city, county, or even a rather, it is beffer to explarn that the program can oﬁer
state, the top elected official can often gain newspaper
space for articles or press releases. Events will occur reg-
ularly which will present opportunities for quotes from this
official. Progress reports, speec&s by representatives of by employers and recognrzed as genurnc extra costs of
participating employers on their experience-and success in f~fring workers who do not have maﬁLe_tg_hlg_skrlls and ex-
“ %+hiring the disadvantaged, NAB supervisory and human perrence
relations training seminars, the start of the five-hundredth Radio and television commercrals have the potential of
OJT trainee, the start of the fourth year of service—all reachrng a great number of employers and offer unlimited
are events that provide newsworthy stories. The prime possibilities for unique attention getting approaches. Fur-
Sponsor can use ‘these events not just to announce names thermore, although the cost of preparing these materials i
and numbers but to make a few well chosen points about sometimes high, especially for TV, most statiofts will run
OJT and why it is important. them for little or no cost as public service messages. Un-~
Apartfrom these normal events in the life of every OJT fortunately, most stations will not normally run public serv-
program, the best opportunity for news is through “suc- ice messages during “prime_time.”. Thus, the OJT appeal
cess stories.” Ideally, planners should try to get one par- sometimes goes out in the aftemoon or late at night when
trcrpatrng employer after another. to put out stories about few employers are watching. Also, because of the high
‘men and women it has hired under the OJT program.or cost assocyﬁted with TV and radiv commercials, prime
about the success' of one or two specific trainees, perhaps sponsors may want to contact the closest NAB office for
with photos-of the new trainees on the job or in training. help in this area. NAB has produced several thirty- and
These stories can be issued at one-month intervals. Work-  sixty-second radio and TV commercials that tell the story
ing with participating companies to locate the right people of disadvantaged workers very well.
for these success stories and then preparing the stories for Luncheons and banquets can also work for or against
the press takes time, but it is probably the most eﬁectnve the, prime sponsor. It is not unusual for an employer to
of all local publicity. - receive an invitation to a luncheon during which he will
‘At Teast once a year, the prime sponsor should have a get a sales pitch. Therefore, the response to this approach
press conference to announce results, talk about plans for is generally gaod, especially if the invitation just happens to
- the future, and generally discuss the OJT program. This b€ from the governor, mayor, or some ‘other prominent
does not need to be a for;nal production. Inviting reporters  Public, civis, or business leader. Hoy(lever, the agenda must
to a relaxed chat in the top elected official’ s{office is the - be short and well timed. Many appeals of this type have
usual setting. Here, questions and answers can be put forth failed Because there were taQ many speakers and too many
in_candid- presentation. Jf they feel the sponsor is being \sub]ects to'be covered. As a result, the employers were
en with them, reporters will almost always put the best Walking out the door before any commitment was made.
light possrble on what is, said. h On the other +hand, if the meeting is well planned and . .
Whenever a ‘reporter makes contact with a program  €xecuted, rmpressrve results can be obtained. Some of the
sponsor, the sponsor should try to think of something that do s and don’ts for* planners to consider are as follows: ©
will make a story. Don’t fudge or exaggerate. If the reporter (1)~ Do send the invitations out at least two weeks in
is looking for figures on the program results, it is best. to - advance. .-
provide what can be ‘released. Don’t be afraid to discuss (2) Do be specific about the employers you invite, It
probléms . as well as accomplishments. Quotes from an makes little sepse to invite an employer who is on
elected official candidly admitting the difficulties a.prime * layoff status or'who is’in the Secgnd week of his
sponsor may be having in achievirig its goals, as well as * going-out-of-business sale.
what is being done to overcome those' dlﬂ%qultres, will help (3) Do be sure your mailing list is up to date. Good
makena credible and effective story. . = rapport is not established by inviting Sam Head-
Well written, colorful pamphlets and handoms hrgh- stone, if Sam has been under his headstone for
lighting the salient feat'ures of, an OJT contract can alsp three years. / .o - -
be a valuable part of public relations. These can, be left "z (4) Do try to have a keynote speaker’ who g widely
wrth employers at the'trme ,of personal visits, or they can 23 recogmzed and who is supportive of yom' pt‘ogram

.
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. (5) Do have a program that will answer the employer’s

questions. Question and answer periods are not very
productive because employers are reluctant to ask
questions in a group meeting. Also, unless carefully
controlled, questions can sometimes sidetrack the
discussion with arguments or discussion comments.
Den't overdo it. If you are giving awards to em-
ployers who have done a good job with OJT con-
tracts, give them the award with genuine thanks.
Excessive flattery or hyperbole will only cause ad-
verse reactions from other employers.
Don'’t forget to get a commitment from those in at-
tendance. Give them a pledge card .or piece of
scratch paper on which they can indicate they
would like to know more about ©JT contracts or
your program in general. You may even want them
to pledge that 10 percent of their total new hires
will ‘be from the disadvantaged ranks durinf the
year. The National Alliance of Businessmen has
used this approach with &nsidegaple success.
) Don't forget to follow up on the pledges. Tickler
card files have been used successfully for this pur-
pose. Flles of this type permit clerical workers to
inform contract service representatives when em-
ployers want to be contacted, or, recontacted, Tor

job”openings. NAB experience indicated that many

employers made pledges to pasticipate while attend-
ing luncheons or banquets; but that they had no

immediate vacancies on their payroll. Thus, it was

necessary to discuss with the pledging company
their particular hiring patterns and to recontact™
them as much as six months later. ,*

During the folIow-up activity, NAB also foﬁnd’

it of value to have prepared a brief resume reflec-
ting the personal characteristics of several dis-
advantaged applicants currently in the jobless files.
Thus, during the conversation, the contract service
representative could personalize his or her sales
pitch by talking about the particular skifls of a
trainee. This humanistic approach has great appeal

N
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to prospective employers. Moreover, even though.
the partlcular traineg depicted on the resume may
have been hired by another employer, other trainees
exhibit enough similar characteristics to be accept-
able to the employer. *

Another often overlooked marfteting tool is keyed to the
companies which already have OJT contracts or have had
past experience in working with OJT contracts. Almost all
employers have at one time or another been’contacted and
asked to participate in government programs. Since, in the
past, many such programs were adm,ﬁ' istered by the emr-
ployment service, local offices have records of partlclpatmg
employers and may make this information available to
prime sponsors upon request. These records will facilitate
reharvesting of these employers, "and may yietd valuable
information for future campaigns. '

There are a few cautions that-prime sponsors should bear
in mind when contacting employers who have particjpated
ig the past. First of all, some employers view the OJT con-
tracts a$ a source of cheap labor. By nature, these em-
ployets offer little in the way of career opportunities or
meaningful training. As a result high turnover is not an
inordinately expensive business cost to them. Prime spon-
sors should ensure that sufficient research is done by the
contract service representative to avoid employers with
questlonable performance histories.

Other problems surfaced during a cursory -overview
of ;some employers who have parficipated in numerous
contracts are: poor working conditions, sporadic pay, and
‘problems related ta rates of pay, contracts negotiated on
the basis of a 40-hour week when in fact the trainees work
50 to 60 hours per week, negotiating contracts for high
skill occupations in order to,obtaint a longer reimbursement
periogsand then working the tramees m comparatively low
skill "d¢cupations,  offering goods and services to the
trainee instead of pay, and failing to provide agreed upon
supportive services. Prime spongors should develop some
type of contract monitoring system and evaluation tech~
niques to measure contract effectiveness as outlined in
chapter 8.,




). Essential I;‘%_atures ,

L}

+

Although there are numerous ways that an acceptable

contract may be designed, there are certain essential fea-

tures. A good guideline to keep in mind is that the contract
should state clearly what is to. be done, by whom, and in
what manner. It is not our purpose to present here thé
principles of contracting in a leghl sense. Suffice it fo say
that CETA planners should know something about contract
concepts, such as offer and acceptance, consideration, ca-
pacity, mutual assent, certainty of terms, and so forth.,

To be assured that the contract desigp is legally adequate
and proper, professional legal advice should be sought. A
prime sponsor would do well to consult with legal .experts
who are’ able to provide tijjs service at no cost. Assistance
might be sought in.the cnt? or county attorney’s office, the

state attomney general's office, the Job Service legal coun- |

sel, the public defender’s office, a law school, or a public

§ ‘Xgef{cy with” a_legal department. It may also be possible
! to acquire the service of @ private attorney who is willing

to donate his time as a community service. Perhaps the ,
state bar association could be of assistance in securing serv-

ice of this type. Whlchever kind of contraet a prime sponsor
designs or chooses to use, there are certain essential fea-
tures which should.be included, such as the following:. -

(1) Signature page or sectlon. Space should be provided
for each party to si date the contract, thué
bmdmg them to their agreed p <formance. This page
should also contain a brief stathent as to the na-
ture of the contract and what has
agreed upon. Somewhere on this page it would also
« be appropriate to list such things as company Yfame,
address, contact person and phone -nunfber, the
contract number, beginning and ending date of the
contract period, amount of money to be pa1d and
“other such major items.
Occu)zattonal and supporttve service mf@rmat!on
This section or page should specify- a brief outline
of the training program, cost data, and other per-
tinent information regardmg supportlve servicds.
Assurancgs and certifications. This part of the con-_
tract lists any rules, regulations, definitions, and
conditions under which the contract will operate
and to which the contracting parties are bound.
This section should be as short as possiblé to avoid
the appearange 'of excessive “red tape” and. com-
" plexity. Otherwise, {the ominous appearance of the
document may caus£ employers to have’some reluc-
tance.in SIgnmg o

(2)

(3

-

5.. 0JT CONTRAQT DESIGN

-
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* Prime Sponsors should have a thorough knowledge of
“the rules and. regulations of the Secretary of Labor as per-
tains to Title I activities. These rules and regulations are
published in the Federal Register. For example, one of the
‘general assurances, makes reference to the. Hatch Act,
which prohibits trainges from engagmg in certain political
activities. Some ¢ ployers are active in political parties as
district officers, convention delegates, and so forth. They
also may be candidates for office themselves or actively
working in the campalgns of party candidates. Such em-
ployers should be reminded that it is not permisstble to use
OIJT trainees for clerical or other work involved with po-
litical activity. Also, it is our opinion that a trainee working
for an advertising or.public relations firm should not per-
form job duties for political clients. -

.

Somewhat similar prohibitions pertain in the area of~re-

ligion CETA assurances include a statement that trainees
“will not be employed on the construction, operation,. or
mamtenance of the part of any facnhty which is used for
religious instruction or worship.” This has presented a
problem for some building contractors and janitorial service
firms. For example, if a contract is providing CI;TA reim-
* buféement for OJT trammg for carpenters, the employer
cannot use them to
church.” Also, an indivdua being trained as a glazier may
not legally replace a church window: Many other examples
could be cited.
" While we agree with the intent of these general assur-
ances, we have seen situations where strict conformity by
an employer has caused a hardship by excluding trainees
ertain training and work assignments. The general
assurances also state thatappeopriate standards for health
and safety in work and training situations will be main-

N

on a,‘project such as building a .

tained. This has been interpreted to mean that an employer -

must. operate in compliance with the Occupational Safety
.and Health ‘Act. While prime sponsors, have some responsi-
bility in this area, it is probably not reasonable for the prime
sponsor to monitor OSHA compliance. However, the CSR’s

should be aware of the working conditions in an employer’s
firmi and be alert to situations which may present safety
and health hazards for trainees.

»

.
>

A ‘i’re-CETA Model

. Preceding the advent of CETA, the Department of Labor
was using an OJT contract called the MA-7X. This wa$ an
experimental contract designed to overcome problems ex-
25 . o
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perienced in previous contract programs. Problems had
arisen in the following areas: .

(1) There was codsistent ana‘e@: underutilizalion
of funds. Money would be obligated on a congract,
and training slots would not be filled or refilled

-when vacancies occurred. This unnecessarily tied
up funds that 'coul‘g have been used on other con-
tracts. De-obligational "procedures were bilateral,
and a great deal of extra effort and ‘work was re-
quired on the part of a CSR to do .the necessary
paper. ﬁzork and secure the signatures of both par-

, ties. The procedure was both complex and bur-
densome. )

(2) Contract approval time in. some regions of the
country exceeded two months, during which time
employers became impatient and in _many.cases can-
celled their contract before it *was "approved. The
. flow of paper work moved too slowly.

(3) Contract forms werg too complicated.~ «

(4) Many employers were dissatisfied with the “red tape
and hassle” in securlng a contract.

Y.

4

" In an effort to resolve thesé problems, ‘the new MA—7X
contract made a radical departure from past contraéts. The'
new contract consisted of at least two separate documents
referred to as a Basic Ordering Agreement (BOA)*and.
.one or:more Task Orders (TO’s). "The BOA did not <om-
" mit the employer to the hiring of an individual at that
pomt rather, it stated the mutually agreed terms and con-

~ ditions ‘under which an employer could be reimbursed ime

the future for hiring and trammg a properly certlﬁed dis-
advantaged person. : '

The BOA- established the baslc parameters of employ—

ment and training, but did not commit ¢ither contracting

party to any performance. No f,inds were obligated at this

stage. This agreement remained in effect for twp years ‘or

- lofiger. If.no hiring 6ccurred within two years, it was ‘auto-

' matrcally cangelled. If hiring did occur, the BOA «could re-

main in effect indefinitely, sub]cct to modrﬁcatlons as cir-

cumstances might dictate. - ' !

" When an employer was ready to hire, he or she notified

“an SCR, who prepared a Task Order Wwhich specified the

‘ number of trainees, tl?]ength of trammg, and othey per=

. ‘trnent information. It was at this'stage*that funds were ob-

llgated and tralnees were hired to fill the approved slots.

devrce that i “mplegrented the thmgs agreed upon 1 the
" BOA and committed both parties to their agreed perfor-
mance. If slots were not filled wrthln a certain time, or if
vacancies occurred unused funds could: be unijaterall
deobligated by the Department of Labor. With a few €x-
ceptions, an unlimited number of Task Orders could be
written against a-single BOA. .

When CETA came into being, many prime sponsors im-
plemeénted this kind of OJT.contract with slight modlﬁca-
tions. It h‘as been successful in overcoming many of the

» -
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- inasmuch as the/employer performance-is either acceptable

¢ "\' .
problems experienced with some of the OJT contracts pre-
scribed earlier. It is one of numerous alternatives from
which a prime sponsor may choose. It seems to. be espe-
cially well suited for larger companies that will ‘he hiring
a number of people at different times. However{’ ;s not
entirely satlsfactory~ for smaller employers with edlate
needs to hire, or for employers who may not havé néed-for:"
other contradts in the future.

e
»

Cost Reimbursement vs..
Fixed Cost. »

«

A major decision facing a prine sponsor in designing a
contract program is whether the contract should be cost

\relmbursement or ﬁ/xed cost. A cost. reimbursement type,

contract provides reimbursement for the employer’s actual
expenditures in providing the training and supportive serv-
ices agreed upon. The kinds of expenditures allowed should
be agreed upon in. the contract. A fixed price contract spec-
ifies a deﬁnlte price to be paid to the employer. This fixed
amount is not altered if the employer’s costs prove to be
higher or lower than antjcipated. In a fixed prlce contract,
the employer has the major resp0ns|b|hty to' ensyre that
the quality of training is acceptable to all contracting par-
ties. Historically, many fixed price contracts dld not make
provrsrons for supportive’ serqrces . :
Under a cost reimbursement contract, the prime sponsor_
or its authorized representative has the responsibility to~
review requests for payment in order to be certain that
they are valid and appropriate. A fixed price contract lends
itself to less administrative concern for the prime sponsor
or not acceptable. The agreed fixed price is either paid or
not paid. With a cost reimbursement contract, the prime
Sponsor’s - own, uthorized representative’ should revreWA
each request for relmbursement to be sure the request is’
redonable and acceptable under the terms of the contract. 1
The simplicity of the fixed price- contract must be com-
pared with ‘the mutual advantages of minimizing (the’*ﬁsk
of underpayment and overpayment for services éﬂ'orded

- l
by a.cost reimbursement contract.

R
l

K}

ngh Support vS.. Low Support .

Another declslon facrng‘ a CETA~'planner w;th regard
to contract features is whether the contract will providgyll§
for supportive segyiees. Traditionally, OJT. contracts with

_supportive services have been referred to as “high support”

apd contracts without as “low support ngh support con-,
tracts are intended to assist the tramee in adjusting to the

[}
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job amd overcoming problems «which may have a bearing
on contmued employment. Generally, the more severely
dlsadvantaged trainee benefits from and has greater need
for high support contracts than do the less severely dis~
advantaged. . .

Low support contracts ar¢ more suitable for individuals
who are job ready "due to previous experience or par-
ticipation in other training programs. Often trainees who

have participated in WIN or other 'manpower programs

may have received pre-employment training or may have
been provnded all of the supportive services they require.
This points out the need for planning information regard-

. ing the characteristics of clients to be served.

We cannot overemphasize the desirability of having ‘a
flexible program that can be adjusted to the needs of an
individual, rather than attempting to fit a person into a
predetermined training slot. In situations where the need for
supportive services'is in doubt .or* where reasons and cir- .
cumstances do not permit an adequate assessment of need,
it is better to have the services available and not,used than
to have no provisions made. Under CETA, the vast major-
ity of OJT contracts have been low support. However,
many prime sponsors have provided supportive services
before and during training, independent of the contract
with the employer.

Nevertheless, i‘cluding supportive services in the con-
tract is an option l]hat prise sponsors should consider. Pro-
viding supportive servngs1 outside the contrac®has some
merit, especially in large areas where the prime sponsor
has sufficient staff and resources or direct access to re-

-sources of othgr agencies capable of providing the desired

services. The simplicity of a low support contract may be
more appealing to many employers

It can be argued, however, that the employer may be in
a better position, on a day-to-d basis, to assess and at-
tend to the trainees’ needs. There are mapy variables per- .
tammg to this issue which suggest that the decxslon and the
resuiting contract design are best detgrmined at a local
level according to local cxrcumstances )

” N L4
’

" Types of Supportive Serviees,

t

-

There are many kinds of supportive services that couild
.be included ih the contract design. Some of the more typi-
cal supportive services are:

(1) Job-Related Education. Thxs is usually basic reme-
dial education in sugh subjects as mathematics,
reading, and lang

perform job duties shtisfactorily. Technical infor-
mation required for job performance may also-be
included. The purpose of ]ob-related education is °
to help the worker assimilate his 31: her OJT. .Ex-
- perience has shown that the more directly related to
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ge skills which are needed to’

(2)

(3)

the job education is, the more effective it is. An
example would be providing shop mathematics for
machinists. ‘It has ‘also been found that job-related
educatjon is ‘best utiized when provided concur-
rently with OJT, rather than in a total block prior
to the OJT phase. It is 1mperat1ve that émployers
clearly understand the purpose of "job-related edu-
cation and the kin Q,of things that are allowed for
reimbursement.

Experience has shown that job-related educa-
tion is often misunderstood by employers, and oc*
casionally the concept is abused. Normally, a prime
sponsor will pay a training cost based on a percent-

_age of ,the trainee’s wage for each hour spent in

job-related education. In addition, there is usually
some hourly reimbursement to the employer for
the supervisor’s or trainer’s time.

Orientation. This is assistance provided to familiar-
ize trainees with the job and help them adjust to
the work environment, thé employer’s establishment,
and the specific trafxing program in which they are
enrolled. Orientation should also provide any in-
formation that the traine¢ should have regarding
company policy, procedures, benefits, and work
rules. More specifically, some activities recom-
mended for orientation are an explanation of the’

‘training program, a“description of the occupation

and its career ladder, a description of the company,
basic information about the industry and the com-
pany’s relatxonshxp to it, and” an explanation of
supportive * service avaxlaf)le while in training.
Durihg the orientation phase, it has also been
found useful for the trainee, the employer, and the
CSR to set aside timefor a meeting. In such a meet-
ing, mutual expectations should be discussed, the

“training outline should be reviewed, and other mat-
~"ters should be covered in which each party has an

interest. During the orientation phase, the prime
sponsor may Wish to provxde reimbursement to the
employer similar to that described above for job-

. related education. -

English as a Second Langudge. This is training in
the English language for individuals whose primary
language is not English. It should be provided to
those whose fluency in English" is inadequate for
them to successfully perform the job duties of the _,
occupation for which they were hired. Special em-
phasis should be given to the vocabulary’ and shop
terminology related to their wark. o .
The need for this supportive service“wﬂf vary
greatly from one geographic region to another
Planners should make a careful assessment of the
need for this activity in their “local area. The limited - .

experience of the authors in this activity was with

a program that was not effective. A major employer
in the area-set up-a special program for Spanish-"
speaking persons recently hired through’ the NAB

e .




- . ]

program. The trainees were given an opportunity
*to improve their Englrsh language skills after normal

to learn. It is recommended that training in English
as a second language be given on a released time
«basis during normal working hours.

" (8) Supervisory arid Human. Relations Training. This,
is attitudinal-and skill training for supervisors and
other eémployees who will work with the trainees,
If resources permit, a prime sponsor could develop
its own training program. However, in many parts
of the country,, this ‘service is provided free * of
charge to the prime sponsors by the National "Al-
lianec of Businessmen. In offering thisgype of train- -
ing, NAB provides an excellent ice for .
. employers.* R . ‘ x/? 4
At the present time, most of ' the’NAB offices
throughout the United States offer a program called
“Awareness Training.” This training is designed to
provide human relations skills to personnel inbolved
in working with newly hrred employees, especially
the disadvantaged. The' training Consists of seven
exercises which provide a series of leammg activ-
¢ . ities that focus on effectlve communication and in-
terpersonal  $kills.” Included are such things as
selective listening, instruction in giving and receiv-
ing information, bias, value systems, problem
. solving, and management styles. If a supervisor has
an enlightened awareness of the problems and view-
point of a dlsadvantaged person, *‘communication .
with trainees is enhanced. .
A frequent reason given by frainees for-terminat-|_
ing their employment is that they don’t lgce/thé
supervrsor or the way they are treated. Alsd; Super-
visors may have the necessary technical skill to
teach, but they may not hav€ the skill to interact
and relate.successfully with people. An important
part of the OJT process is communication and sen-
sitivity to the needs of others. If these skills are
found in a supervisor, the probability of the trainee
being successfully trained and staylng with the com-

mended that program sponsors contact the nearest

NAB office to see what supervisory’ training pro-

. grams are available locally. “Most employers who
have had repre§entat1ves attend these training
sessions report that it has been useful in keeping
newly hired drsadvantaged workers on the job.
Reimbursement to employers for any registration

~ , fees or other related expenses could be mcluded/n‘

s the OJT contract. /

(5) Transportation. Thrs supportive service takes the
. form: of financial assrstance to the trainee for a,
short period of time. Its purpose is to cover the
cost of - transportation to and from the wérk. site’
until such time as the trainee receives a paycheck.
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working hours, when most trainees were too tired ,

pany is greatly increased. It is strongly recom- -

-~

‘ *

. .- . R &
It can also include reimbursement for any trans-

portation costs that ‘result from job-related educa-
tion and other supportive services provided away -
from the work site. Local conditions and costslwnll
vary greatly from one area to another. This should
be taken into consideration during negotratrons )Vlth
an employer.

A number of creative things have .beenrdone with
regard go transportation as a supportive service. In
some areas, larger employers ligve provided .a,bus
or have made car pool arrangements for trainees.
Local bus comparies have issued special passes
and tokens at reduced rates. Buddy systems have
also been used effectively to alleyjate transportation
problems for the disadvantaged. In situations where
the trainee must driye a car and that car is u;'need
of repa|rs, perhaps a local \Locatlonal,school or skill
center where-mechanics are trarned ¢ould’'make the
repairs for a minimal charge. Experienge has shown -
that automobiles used by disadvantaged - trainees
very often ‘require some repait if they are to be
relied u})on for dependable transportations

It should be kept in mind that for some of the

" .most severely disadvantaged individuals, reading

(6)

/

bus and subway schedules or'gettin'g information
about public transportatign 1s’ aformidable task.
Such information and assistance could be provided
by a CSR, a counselor, or-an employer who is
aware that this may be a problem. Problems with
ttansportation are a. ma]or reason for trainee ter-
minations. s
" Child Care. As in the case with trapsportation as-
sistancf funds for: child care. should be paid only
for a short period of time until the trainee- starts
-receiving a paycheck. Some compani¢s have been
willing to extend-cash supplements to trainees until
their wages are high enough to reasdnably support
child care. Some larger companies have established
their own child care centers; others may be recep-
tive to the idea of doing so. Prime sponsors should
be familiar with community organizations and agen-
cies.which offer this service.. It is also advisable‘to
heck the prevailing rates in a community before
writing an. amount in a contract for this purpose.

(7) Medical and Dental. This can jnclude expenditures

<for physical examinations, minor medical-and dental

treatment, and other things such as glasses and hear-
ing aids when not available from other sources.
The medical and dental services provided should
be over and‘above the same type of services Jsually
provided by*the employer. For example, if an em-
ployer normally provides physical examinations
free~of charge to other employees, no reimburse-
ment.should be made dn behalf of the trainee. Fut- ’
thermore, it may be possible for an employer to'
secure services at reduced rates through busm;ss
connecttons

VI
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Ih addltron to the types of supportive services already
discussed, some contracts provide fot tools, special cloth-
ing, legal assistance, counselrng, and other kinds of sup-
pogtive service. With regard to providing tools, experience
has shown numerous problems in terms of purchasing,
maintaining inventories, and questions of ownership.

- Before authonzmg expengitures for any supportive serv-
ices, the progtam operator should survey community ‘re-
sources. Osher agencies may be able to provide services at
little or no charge to trainees' who meet certain eligibility
requirements,'A prudent use of government funds also sug- ..
gests that ingpiries should be made to determine if the
en‘ployer customarily provrdes any required services. If so,
the employer should riot be reimbursed. An ‘alternative to
provrdlng supportlve services via the, contract with @im-
bursement to, the ¢gmployer is to provide the services out-
srde the contract mechanism. A special account and
p_rOcedure can be set up for this purpose. For example, the
CSR or some other- person could see that the service is

ovided directly to the trainee, or perhaps another agency

uld provide the service" through a subcontract with the

prime’ sponsor. ‘
From the’ employer s point of view, there are a numbey

AruiToxt provided by ERIC

A - ] ~
f pros and cons in providing supportive services. Em-
oyers may not want to have supportive seérvices included
in_the contract. They may feel it would involve upwarranted
responsibilities and extra work. Philosophically, they may
be opposed and feel it simply is not a good idea. Sometimes
the trainee’s fellow workers resent the trainee being treated
as a “privileged character” and receiving benefits not avail-
able to them. -
From a prime sponsor’s point of view, careful considera-

tion should be made of the increased contract and adminis-

trative costs. Providing supportive services means more
assessment effort, clerical work, and monitoring respon-
sibility. The most basic question in providing a supportive
service is whether or notsit accomplishes the desired result.
More specrﬁcally, doef it assist 4n facilitating adjustment to
the job and increase fhe trainee’s probability of remaining
on the job? W_ith regard to the former,{we believe that in
many cages it does, Buhas a means of imgroving completion
and tetention rates, we have seen little \evidence to show
that it is a major factor. However, we have seen some in-
dividual cases where providing suppprtrve services was a
deciding -factor and meant the difference between success
and failure. ’

,
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Incentlve Payment to Tramee
Y .
; \
Several years ago, the authors had some expetiénce in
admmlstermg andncentive payment feature of an OJT con-
tract program. On an experimental basis we decided to pay

$50 to each trainee satisfactorily-completing the prescnbed .

txammg outling. It was hoped that this would decreasq the

number of early terminations. This feature was lmuted in
appllcatlon to one planning district of seven in a statewide _

OJT operation. At the\end of the one-year expenment it
was discontinued for, the foIlowmg reasons: ' ¢

\

(1) The number of early terminations had not«decreased
srgnlﬁcantly compared to the early termmatlon rate
in other parts of the State. )
The number of early termmatlons had not decreased
srgmﬁcantly in comparison with :the early termina-
tion rate in the same plenning district the year prior
to the mcentlve paymént lmplementatlon
A number of employers and other interested parties
developéd feelings agamst the experiment_gn,the
. " basis that it was an unwarranted, “hand out” and

caused resentment on the part of otf®r workers. —

(2)
(

. (3)

" In retrospect, ofe of the failures of the experiment was

" probably due to the fact that'the CSR’s and employers did
not eﬁectrvely keep the trainee aware of the incentive. Also,
a number of trainees expressed the opinion that a mone-
tary incéntive of $50 was not a sufficient incentive in either
.type or amount.to have an jmpact on their desire or abil-
ity to complete training.

Variable ReimbursemenMRate

» * ‘éh B
- -

Slmultaneously with the above experiment, another plan- -
ning distfict in the state adopted;a variable relmbursement

rate for employers. In, this experlment employers wer2 re- '

imbursed for training costs in an amount equal to 80 per-
cent of the"tfainee’s wage for the first 200 h ws of OJT,
50 percent for the ngxt 200 hours, "and 30 perdent for the
remainder of the training time. The philosophy. behind a

variable reimbursement rate is that the employer experr--

ences higher costs of training initially, but as the trainee
becomes more productive, tie training costs should de-
crease. Accordingly, the employer should be reimbursed

)
~

6. OJT PROGRAM ALTERNATIVES INNOVATIONS
: ~ AND FLEXIBILITY

r

—_ .
in tcrms of some rélationship to his extraordinary costs. At
the end of one year, this, expenment was drscontmued for

the following reasons:

¢ (1) Employers and employmerit service and NAB clerks
did not like thedexgra computation work and rec-
ord keeping. It was too.c \encally burdensome.

There was a fear on the_part of some planners and-
administrators (not ’ ne\ssarrly proven or well
founded) that employers “would" abuse the system
by termmatmg trainees wheri reimbursement rates
decreased. Also, it was found that trainee produc-
tivity varied so greatly from one individual to ar-
other that fletible reimbursement rates were very
_dlfﬁcult to establlsh and*administer equltably

(2)

Nevertheless, we Telieve th\at there are still possibilities for -
furl’her dev’elopment of thrs or a similar concept.

’ ¢
s .

o -

! - )
Contract Extension

- é-v" ‘
One of the most sttccessful innovatiens we have: worked®
with is the. concept of contract extension. Such a concept
provides for approval of a OJT contracts with a short
maxrmum'length of trammg time. An initial perrod of 500
hour$ of approved trainmg time has provéd sufficient. To- .
ward the end of the training peridd, an asseSSment is made
of the trainee’s needs and desire for further trammg, ds
well as of the employer’s performanée and trammg effec-
tiveness. The opinion and recommendations of the-.CSR
are also Considered. If there is a need and if conditions are
favorable, the contract is extended, and further roimburse-
. ment for training ‘is approved Thts fegture has worked
_ very well in thé State of Utah for the past three years. The
State WIN", progfam has recently adopted this contract
feature, with seme modifications. Some of the advantages
of the extensron provision are the following:

(nH Expﬁndltures of contract funds are more closely,
zelated to employér and trainee heeds. *

(2) Long-tcrm obllgatlon of funds is reduced.

(3) A mechamsm and requirement for evaluation of
performance and need is-provided.

[

~

The only real drsadvantage is the increase in adnpnistra-r
,tive time and cost. Hovyever it is our opinion tHat this is
more than offset by an increase in program quality and
effectiver.css,

}
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Tailoring Contract to Trainee .

Another highly recommended OJT.contract innovation

‘& is tailoring the contract to the individual traince. Histori-
cally, most OJT contract programs_have hggun with the
contract being geveloped; negotiated, and 'ls]i%ned with the
employer. Subsequently, a trainee is identified and hired

to fill the funded slot. A number of problems are asso-,

ciated with this method

) “Money is obligated, tied-up, and unused .while a
suitable trainee is found and referred for the em-
ployer’s approval.

(2) Once the trainee is identified and hired, it is often
discovered that the individual’s need for suppor-
tive service was either not provided for or that

* unnecessary supportive-services have been funded.

(3) The trainee may need more or less training time
than provided in the contract, based upon the in-
dividual’s background and experience.

The above problems can be avoided by tailoring the con-
tract to the trainde. This has been successfully done in the
followmg manner:

o

(1) The CSR discusses the program with an employer.
If the employer is interested, a training outline,
wage amounts, and other details aré discussed and
agreed upon. A rough' draft of the contract is writ-
ten on the spot, but not signed or dated. If the CSR
has not already done so, he or she checks.,the em-
ployer’s background and ellgrbrlrty to determine
if it Jis desirable to _contract with the employer
(Ideaily, this should be done before the employer
is contacted in order to-avoid the possibility of
embarfassment should a contract be denied after
negotiations have started.) !

Eligible clients are referred to the employer.

As soon as the employer selects a client he or she
intends to hire, the CSR is immediately notified. In
consultation with jthe client or other individuals -
who should have an input, an assessment is made
of thecHfént’s need for_ supportive services. Those
. things specifically re?urred by the client are added
" %o the contract. The cngth of training is determined,
and a finat copy of the contract is made and pre-
sented t9 the employer for signature. '

-

* training as,seon as possible. If the employer is’ willing. it
could be arranged for the ‘hire to occur prior to the signing
of the contract. In such cases it may be clearly understood
by all partxes that if for some ‘reason a contract is not ex-
ecuted, there will be no liability for reimburserent to, the
- employer. It'may be advisable to have the employgrsign a
statement to this effect. :

-

[c

'

It is _jmportant for the client to be hired and commence -
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Wage Incentlve Payment
to Employer .
‘}gn a contract

It is desirable for the/tramee $ entry wage
to be sufficiently ‘high so that the trajnee is afforded an’
adequate mcom‘e gs Well as an incentive to remain on the «
job. Experience has shown that in many cases, low paying
- jobs only encouraged high turnover rates.

*One methodtirat-has been used td induce. employers‘to
pay a hlgher«wage is :to provrde wage incentive payments to -
employers. Federal regulations provide for reimbursemeft’ ..
Jo “private for profit” employers for extriordinary training
__costs up to 5,0_\percent of entry level wages. Pririie sponsors
may design other methods of cost reimbursemént, provided
that payments reflect only extraordinary training costs. A
method could be established whereby employers paying a
higher wage would receive a higher percentage reimburse-
ment’ for&raining costs. "For. €xample, a training cost reim-
Jbursement scale _could be established ranging from 30
percent to 50 percent of the entry level wage. Thus, an -
employer paying $3.00 an hour might be persuaded to in-
crease the wage to $4.00 by being offereds83 percent reim-
bursement for $3.00 an hour and 40 percent for $4.00 an
hour. This would mean that the wage could be raised $1.00
an hour with_a net cost increase to the employer of only
40¢ an hoqr

’

- >
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Client-Deyeloped Job and/ -
'Personal Voucher Contracts

@

- Another innovation that has been tried is the training of
clients<to develop jobs for: themselves. Clients are taught
to explain to potential employers that some reimbursement
could be available for hiring and, training them. Promising
leads are then referred to CSR's for appropriate follow-up.
"This approach was found to work best if the clignt Was
self-motivated and had the attribute of being able to “sell”
himself. This would not be a productive wenture for many
of the severely disadvantaged who hiay lack selfsconfidence,
be shy, or be incapable of effectively performing such a
task. Many employers respect and admire the fact that the

- client secured his or her own job. The client also benefits
through a sense of personal accomplishment._.

., Planners in some parts of the countryshave expanded thrs
concept and are .experimenting with a, personal voucher
system. The essential feature of this-concépt is that a client
goes out on his or her-own-and contracts for manpower
training and services. ‘The client is given a voucher to bt
completed by the employer or training facility $elected: This
vouchéris;then subgitted to the prime sponsor for-pay-
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system is being conducted in Florida by the
Manatee County prime sponsor. An attempt is being made
to determme if such a program will:

n Help the dlsadvantaged client feel that he or she
has control over his or her future, which hopefully
will lead to greater self—suﬂ‘rcrency

Result in the client becoming employed in a
“better” job and receiving more meaningful train-
ing than the client would have received in a con-
ventional OJT program.

)

N

Partlctpants Jin the experlmental voucher program are
selected at random from a list of eligible 'OJT applicants.
Those selected receive counseling a}d program gQrientation

.. ;___durmg this phase. Also, occupational objectives” are dis-

cussed and established. In some cases, aptitude tests are
admlnrstéde to help the client realistically estabhsh&ls or
her objectives. The client then participates in a two-hour

‘orientation session where the voucher contract is explamed
in detail. ‘Also discussed are job-seeking skills; negotiation

techniques, and client rights. Each client is given a per-
sonal letter of introduction signed by the CETA ‘Director,
an OJT program @escription, and a personal voucher con-
tract. The client then begins searching for a job and ‘the

" attainment of his or her occupatlonal ob]ectlves «There is

continuing follow-up with each client, and further counsel-
ing, orlentaﬁ’on or job leads are provided ‘when necessary.
After the client obtains a firm commitment ftom an em-
ployer, the prime sponsof’s OJT coordinator reviews the
voucher terms with the client and the employer..If every-
thing is-in order and the contract is acceptable, 'it.is signed
and fuhds are committed. From this point on, the*voucher
program is conducted in the same way as the conventiongl
OJT program, with the employer being reimbursed up to

* 50 percent of the entry level wage for each hour of train-

ing. This experiment has not been in operation for suffi-

.cient time to make an evaluation-of comparative results

Ancther experlment with the personal voucher system

-was implemented in Wichita, Kansas, in November 1976.

+ With strong input and involvement from the private sector,

"—_«Jocal NAB officials in Wichita developed a proposal i incor-

~

porating the Manatee County program mogdel. The pro-
posal was presented to the prime sponsor, and an agree- _
ment was.made whereby business executives on loan to
NAB would do the following:

(1) Solicit CETA-program OJT congracts. . * R

» (2) Provide office space and furniture for the prime

sponsor’s manpower coordination staff_assigned to

the NAB office for administering the OIT contract
writing.

~

men.ﬁgietof the more promising experiments with an QJT

- w -

(3) Comply with all of the procedures established by‘

" the prime sponsor for the OJT program operations.

{4) Provide CETA program delivery agents with«the
leads on employer contacfs for CETA participants
to secure an individualized OJT contract,

. t
As it§ part of the agreement, the prime sponsor would: ,k

" (1) Provide the staff to administer®the OJT contract’
writing.
(2) Prqvide the OJTjorms and procedur&s requrred for
the implementation of the OJT prograrh. -
(3) Provide NAB with up-to-date mformatlon on the
monies availablefor OJT contracting.
(4) Process the OJT contract invojces for paymen/

With little modification, the same forms and procedures:

used in Manatee County, Florrda were adopted. NAB

officials in Wichita have a strong philosophical commitment

to the concept of a personal voucher system. They believe

it will be less expensive; minimize government “red tape,”

and provide many additional benefits for society and the .
individuals involved in the program.

Other Ideas .

One of the truly great thmgs about the spirit of decentral-
ization and locd] determination which CETA allows is that
prinie sponsors have the opportumty to be innovatiye and
flexible. Many prime sponsors and local ‘CETA pénners
have fot taken advantage of 'this opportumty In too many

«cases there has been little creativity, and old, rigid concepts

have carried over from the pre-CETA programs. In addi-
tion to the alternatives and options already cited, it is sug-

gested that planners give thought to the development of

new concepts which would be workable in their own area.

For example, why not design a three-party contradt with
the prime sponsor, employer, and trainge each being signa-
tory to specific #erms and agreements? By including*the
trainee as a party to the contract, perhaps more respdnsi-

- bility and better trainee performance could result. It would

'

also seem that a better understanding of the contract’s pur-

pose would be reached. It might also be conducive foa,

more beneficial relationship and flow' of commumcanons
between-tie employer and the trainee. In such a situatigh,
the contract should be periodically reviewed .to see if each
of the partiesvare keeping his or her part of the agreement.
Other ideas-which might be developed could ‘include the -
client-designing his or her own training program under the
direction of a skilled counselor.

\
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7. CONCLUSIONS AND RECOMMENDATIONS -~

Conclusions
— N o
A‘:".

Whatever problems may be present in Q3T programs
operating under current CETA legislation, there s little
question that they have made a significant contnbutron to
facilitating mwmployment of unemployed and drsadvan-
taged persons. Since the concepts of CETA are so broad,

“and represent a major departure from past programs, it is

hardly surprising that some problems have been encoun-
tered in attempting implementation on a practical, efficient,
and nationwide scale. As employment and training legisla-
tion, CETA is unique in placing decision-making responsi-

+ bility at the local level. Many locally elected officials now

have a greatly inereased understanding of the problems of
the disadvantaged and an increased concern for the solu-
tion of these problems. . .
CETA has now begun-to work its way through a neces-
sary but somewhat misdirected fascination with numbers
and it is settlrng’down to a concern for quality performance.-

- If this trend continues, the combined efforts of all prime

sponsors could have a significant impact on the problems
of the disadvantaged. While it is true that the high turn-
over rates inherent in most entry level OJT programs make
it possible for a tremendous number of workers to pags
th_r}ugh the programs without noticeable effect on national
_ll be numerous examples
of those who find themselves with improved skills and work
experience with which to compete more effectively in the
labor market. In the interest of imprgving OJT program
accomplishments, the following recom&endatrons are

.offered: -

w3
L)

~

Recommendations for OJT
Program Improvements

(1Y Prime sponsors should give first phiority to estab-
" lishing and maintaining a good management infor-
mation system. Successful managemient of an OJT
program depends in substantial part on the time-
liness, accuracy, -and comprehensiveness of data
generated. Recent CETA progress reports are not

. bad, but they clearly inditate a need for more effort
in obtaining compliance ffom both the 'program
agents responsrble for administering QJT programs

[

and from the contract empldyers who a:re',being

. reimbursed-for par@icigating in OJT activities.

t (2) Prime sponsors should give highest priority to dis-

\

4

~aﬂvantaged clients and others with- the greatest

need. Many persons enrolled in QJTnprograms un- -~

der the present eligibility criteria appear to need
only placement assistance and not the subsidization
of training and supportive service..Furthermore,
some criteria should .be developed”which take ac
cduht of the job readingss of a prospective efn'ollee.

o~

This is usually left to the subjective, judgment of-a— *
placement interviewer within_an intake control cen- °

ter. However well intended, this prodedure -appar-
ently has placed many trainees on OJT contractsD
who were -already sufficiently motivated an
ready. é
More precisely, ° this | recommendation is that
priorities and criteria be established to better focus
the limited program reseyrces on those persons most
in need of assistance. Secordly, the staff person
assigned’ to mtake assessment and referral functions
should be, given detailed instructions for screen-
ing prospective énrollees, .and for each
they should prepare an employabrlrty development’
plan to justify how the servicés of the program are
going to be used to fulfill each client’s specific Teed.
* Such procedure should-provide for reasonable veri-
fication of thpse elements upon which eligibility
determrnatron)) are based, particularly client state-
ments as to family income and length of unemploy-
ment. Even ‘though verification of thrs data may give
the  program a “bureaucratic” appearance it is not

realistic to accept all such information without ‘
" question. The practice of confirming eligibility state-,

rral”

-

A

ments should be a standard procedure where public *

funds are involved; at least on a sample basis._

(3) Prime sponsdrs‘should consider the possrbrhty of

personal v ts such as those discussed

in chapter 6. We particularly recommend the type” -

of cooperative working arrangements made between
NAB and the pnme/sponsor in Wichita.

(4) There is a need for mofe meanrngful employment

opportunities in OJT contracts CETA records in-
dicate that there are still a significant numbet of
. jobs that appear to offer. little or no opportunity for
g,cllvancemént Often they are the types of jobs-that
traditidna]ly are filled with unskilled or low-skilled

. persons, which suggests tifat we are ot gettglg the
- greatest benefits for. the funds expended It is there-
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.
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form of a pre-award ra'ting system 3s-a guide Yor
judging the desirability of contracting for a partic-
ular job in a speeific employer establishment. A

number of years ago, the Department of Labor -

used a rating system called thé “Occapational Op-
portunities Rating System.” This rating system,

based upgn the £SR's judgment, gave points and
was weighted accordmg to the relative importance
of such thmgs as: ‘ !

(a) Job Pozenual Does the Company hgve the
ability to prdvide training in worthwhile mar-
ketable jobs? Will the jobs provide opportumty
for career advancements, good benefits,, and

" wage increases? Is the company and industry

e

, company known for good labor practices’ andx
. a

policies? d
(b) Starting Wage. Does the job effer an -accept-
able wage which is at least the prevailing rate
“for simijar jobs g,:»z the labor market-.area?
(More points wezt ‘given for higher paying
jobs.).
(c) Special. Incenuves Have normal entrance re-,
quiremenys or pre-employment tests and pre-
requisites been waived to allow the disadvan-
taged to be hired? Will the employer provide
additional training beyond the contract period?
Will spetial consideration be given for high

-

_others whom the company has historically not
) cons:dered for employment?

Other things were iricluded in the rating syste
such as expected educationg]l development and a

£
o

" (5)

4
»

i

of which it is a part stable or growing? Is the,. - g

2

Beyond‘thes(; suggestions, there is a continuing negd for,

{

evaluation of the skill code contained in the Die-
tionary of Occupational Titles. 'The higher skill
codes gave more points to the job. Usmg the al&ove
questions as guidelines, 'the contract Service repre-
sentative would make the rating and submit it with
the contract for funding to the contracting officer.

Th:; rating system, or something similar, could be

used by prime sponsors, not only to determine the

desirability of contraeting for a given job but also -

to establish priorities in funding for OJT contracts.
Prime sponsprs should pléh and utilize OJT to a

much greater extent. CETA is quite limiting 7in the,

ways.Hat private-sector employers can directly par-
ticipate in programs. The Department of Labor en-
courages more private-sector involvément "in- em-
ployment and training programs. OJT programs are
vehicles to help give private-sector emplogers an
opportunity to be involved in a major CETA pro-
gram. Employers can and should have the opr;-
tunity to contribute to the resolution of. employ=
ment and training proble.ms facing their CDmmun-
ities.

-

review and study of OJT programs if we practitioners are
to make them a more effective and efficient means of train-"

ing. For exagple, ways should be sought to develop greater

accountability to the public for exgendlture of time and

schipol drop-outs, ex-offenders, minorities, and money in OJT prograrhs.

In sum, we believe OJT,is the most direct approach“m

regular “private ¢
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imagination and persistence, this useful emphoyment
aining tool can be honed to even greater effectiveness.
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WHERE TO GET MORE INFORMA TION

-

1)

For more informa'tion, contact the Employment and Training A&ministration, uU.S: Departmen_t

of Labor, Washington, D.C; 20213, or any of the Regional Administrators for Employment and )

Training whose addresses are listed below. C e -
- ‘ ﬁ i

-
L]
\

N [ t
Location . . . : States Served
1]
» JohnF. Kennedy Bldg. . Connecticut P New Hampshire
Boston, Mass: 02203 . Maine  Rhode Island
Massachusetts Yermont

" 1515 Broadway ° New Jersey Puerto Rico .,
New York, N.Y. 10036 New York " Virgin Islands
: . Canal Zone . R
+ *2P.0. Box 879 [ Delaware * , sPennsylvania
Philadelphia, Pa. 19101 District of Columbia - Virgifiia
Maryland ‘ West Virginia

1371 Peachtree Street, NE. Alabama Mississippr
Atlanta, Ga. 30309 ' Florida ' Norfh Carolina
Georg;a South Carolina
Kentucky . Tennessee

. ! A
230 South Dearborn Street  ~ « Hiinois ~ ' . Minnesota
Chicago, 1. 60604 qlnd[ana ' Ohio.

Michigan Wisconsin
4 . i o . K »
911 Walnut Street . lowa v Missouti
Kansas City, Mo. 64106 Kansas Nebraska

555 Griffin Square Bldg. Arkansas . Oklahoma
Dallas, Tex. 75202 . * Louisitana - - Texas
' . New Mexico .
' . . L4 =
. 1961 Stout Street L Golorado South Dakota @
- Denver, Colo. 80294 Montana Utah

. North Dakota Wyoming

1 ~ T -

’ L)

450 Golden Gate'Avenue . Arizona ’ Ameri:can Samoa
San Francisco, Calif. 94102 Galiforma Guam

Hawan . Trust Territory
Nevada | )

909 First Avenue Alaska Orééon .
Seattle, Wash, 98174 " ldaho Washington




